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ABSTRACT
Significant research over the last 30 years has focused on the impact of traditional appraisal-
driven performance management systems. However, research on novel performance
management systems that incorporate a bundle of human resource management practices has
been limited. This study fills this void by examining the impact of a bundle that emphasizes
skills enrichment and managerial coaching, called skill-based performance management
(SBPM). Its impact on the organization has been viewed as being akin to a black box, with
researchers suggesting the existence of intervening variables. This study draws upon the abilities,
motivation, and opportunities (AMO) framework to hypothesize that SBPM would have a
positive impact on intervening variables around employees’ skill-seeking orientation,
connectedness to goals, career satisfaction, and the organizational climate for performance. The
research design consisted of a field experiment at a company where a group of employees were
subject to an SBPM intervention while a second group (control) was not. A longitudinal survey
of employee attitudinal sentiments was conducted for 360 employees over two years using
custom survey scales that were verified for comparability to published scales. A MANOVA was
conducted with time (before and after intervention) and group type (intervention vs. control) as
the independent variables and the attitudinal variables as the dependent variables. The results
provided evidence that employee attitudes toward skill-seeking behavior were enduringly
impacted. This study provides a prescription for operationalizing a bundle of HRM practices
utilizing the AMO framework to influence organizational outcomes. Moreover, it provides
credence to the addition of skills-related human resource practices to achieve improved
employee outcomes.

Keywords: HRM, skill-based performance management, employee attitudes, AMO



TABLE OF CONTENTS

ACKNOWLEDGEMENTS. ... 2
ABSTRACT ettt e e R et r e 3
TABLE OF CONTENTS ...ttt ettt e et nae e 4
LIST OF ILLUSTRATIONS ...ttt et 11
LIST OF TABLES. ...ttt ettt b e b e et e et e e bt e nbeenneas 12
CHAPTER 1 ..ottt ettt b e s b e e st e et e e e e e e nneesnneesbeeenneen 14
INTRODUGTION ..ttt b et e et n e e sne e e neesneeanne e 14
1.1 Phenomenon and Problem Statement ...........ccooiiriiiiieiei e 14
1.2 Background Research and Research QUESTIONS..........c.cceviieniiininisieeeee e 18
1.3 CUITENT STUAY .. bbb bbbttt b e bt nneene s 22
1.4 Contributions Of the STUAY ........ccveiiee e 27
1.5 DiSSEItAtioN STIUCLUIE.........eviiiitiieeiiiteeeei ettt bbb 28
CHAPTER 2 ..ottt ekttt b e e bt e ke e e bt e sbeeanbeesbeeanne e 29
LITERATURE REVIEW ...ttt 29
2.1 IMBENOT ...t bbbt 30
2.1.1 Database and FITEIS .......cc.oiiiiiiieieieie e 30
2.1.2 SEAICH KBYWOITS ... .eeieiieiie ittt ettt sae e et e et e e e e e nnee e 30
2.1.3 INCIUSTON CFIEITA ...ttt 33

2.2 SUMMANY OF FINGINGS ...eiiiiiiieiiie ettt re e e be e e e e reea 34



2.2.1 Sample DeSCriptive StatiStICS.......cviviiieriieieiiere et 34
2.2.2 Definitions-Conceptualizations and Measures of Performance Management............. 35
2.2.3 Correlates of Performance Management ..........cccoooeveerenieiinneenie e 36
2.2.3.1 INdIVIAUAI OULCOMES. ..ottt 37
2.2.3.2 TEAM OULCOMES. ...ttt n e 37
2.2.3.3 Organizational OUICOMES.........cceiiiieeie et 38
2.2.4 Models and Theories of Performance Management ............cccoovveveieeieeiecce s cse e 39
2.2.5 Research Designs for Performance Management Studies ..........cccocevveveiieiecseennenn, 42
2.2.6 Limitations, Unresolved ISSUES, and GapsS........cccveuereereeriesieieesieseesieesie s siee e snee s 45
2.3. Input Process Output (IPO) FrameworK ... 46
2.3.1. Performance Management INPULS .........ccviieiieieeie e 47
2.3.1.1. Definition and Alignment with HRM Initiatives. ............cccooooeveieeveie e, 47
2.3.1.2. Benefits of Performance Management SYStEMS ..........ccevvevieiiieieenieciie e 49
2.3.1.3. Factors Limiting Benefits of Performance Management Systems .............c.c...... 50
2.3.2. Performance Management Related OUICOMES...........ccoviveieiieiieienie e 52
2.3.2.1. INdivIidual OULCOMES ........oiiiiiiiiiiieiesie e 53
2.3.2.2. Team LeVEl OULCOMES .....ccuiiiiiieiieiiieie it 54
2.3.2.3. Organizational Level QULCOMES. .......c.cciiiiiieiie i 55

2.3.2.3.1 Support for Direct and Positive Linkage for a Broader Set of HRM Practices.



2.3.2.3.2 Support for Opaqueness and Resulting Skepticism in the Relationship with

HRIM PIaCHICES ...ttt 56
2.3.2.4 Impact of Performance Management Inputs on OULCOMES.........cccevvvevverieereennnnnn. 57
2.4, Conceptual FramEWOIK ..........cciiiiiiieie et 63
240 INPUL . 64
2.4.1.1 Theoretical Basis fOr SBPM ..ot 65
2.4.1.2 Ingredients 0f SBPM ........ccoiiiiicceee e 67
2.4.1.3 Benefits Of SBPIM PraCtiCeS..........ccciviiiiiiieiiieiicisenee s 69
2.4.1.3.1 Impact of Skills within a Bundle of HRM Practices..........c.ccccceevevieiveiinennenn, 70
2.4.1.3.2 Impact of Managerial Coaching within a Bundle of HRM Practices. ........... 71
2.4.1.3.3 Impact of Career Pathing within a Bundle of HRM Practices..............c........ 71
2.4.1.3.4 Impact of Career Management within a Bundle of HRM Practices .............. 72
24,2 PIOCESSES ...ttt sttt bbb 73
2.4.2.1 Proximal Variable to Measure Employee Attitudes Around Abilities ................. 75
2.4.2.2 Proximal Variable to Measure Employee Attitudes Around Motivation ............. 76
2.4.2.3 Proximal Variable to Measure Employee Attitudes Around Opportunity ........... 77

2.4.2.4 Proximal Variable to Measure Employee Attitudes Around Perceptions of

Organizational CHIMALE .........cccueiiiieii et e e e neenee e 79
(O I o S SRS RS TP PRPRRO 82

METHODOLOGY ...ttt bbbt 82



3L OVEIVIBW ...ttt bbbt b e bbbt bbbt bbb n et 82
I (o= L (o I 1= [ o S 82
3.2.1 ReSearch Study SEttiNG ........cccviiiiiieieie i 83
3.2.2 SBPIM INTEIVENTION ...ttt 84
3.2.3 Longitudinal Measurement EVENTS ...........cccoiiiiiiiiiiesese e 86
3.2.4 Individual Assessment Data COlECtION ..........c.ccoviriiiiiiiicicee e 89
3.2.5 Summary of EXperimental DeSIGN.........cccvoiiiieiieieiee e 90
TR S T 1111 0] -SSR 91
3.3.1 SAMPIe CharaCteriStICS . ......cuuiviiiiieieieire sttt 91
BA IMIBASUIES ...ttt bbbt h e bbb bttt b et R e 95
3.4.1 SKill-Seeking OreNntatioN..........c.coviiiiieeie e 96
3.4.2 Connectedness to Organizational Goals ............cccccevieiiiie i 97
3.4.3 Career SAtISTACTION ........oiviiiiiie s 99
3.4.4 Organizational Climate for PErformance ...........ccooeeieieie i 99
3.4.5 Managerial BENAVIOIS ..........coiiiiiiiiieie e 101
3.6 SUIVEY DBSION ...ttt bbbt bbbttt sb bbb 102
3.4.7 Assessment of the Instrument Of this StUAY.........cceviiiiiic i, 104
3.4.7.1 Common Method VarianCe. ...........cccooeiiiiiiiieiccse e 109
3.4.7.1.1 Survey Design Measures to Limit the Issue of CMV ........cccccoviiiiiiieiinns 109

B4.7. 1.2 CIMV ASSESSIMENT . . .ceeeeeeeeee et e e e e e et e ee e e e e e e e e ee e e eeeeeeeeeeennaaeeeeees 110



3.5 DAtA ANAIYSIS .....veeieeeie sttt a e et reeaea e e nreenre s 110
3.5.1 Data ClEANING. ...c.veiveeiieeitecie sttt et este et e s st e s beebeaneesaeesneeneesreenteas 111
3.5.2 Descriptive Statistics and COrrelations ...........ccocvvieieieieieneesee s 111
3.5.3 Statistical ASSUMPLIONS ........ccuiiiiiiiiiieie it 112
3.5.4 Measurement MOGE .........ooiiiiiiii s 113
3.5.5 HYPOhESES TESHING .....eeiviitieiiieiie ettt sre e sre e e 115

3.0 LIMITALIONS ...ttt b et b ettt 118

CHAPTER 4 ...ttt e a et e e s be e e sn e e nneeanneenneas 125
RESULTS ettt bbbttt b e e Rt e ekt e e a bt e ebe e e mb e e beeenbeenbeesnbeesbeeennaens 125

4.1 OVEIVIBW ...ttt b bbbtk h bbbttt bt bbbt b e e st e e et et et e st e st e nbenne s 125

4.2. Scale Validation STUAY.........c.coviiieii i 125
4.2.1 Population and SAMPIE ........cceeiiiieiiee et 125
4.2.2 DAta ANAIYSIS ....ecuviieiecie ettt ras 128

4.3 DA ANAIYSIS ...ttt bbb 140
4.3.1 SaMPle CharaCteriStICS. ......cviieiieriiriirie sttt 140
4.3.2 DAta ClEANING. .. .ctetiiteieieiieieee bbbttt bbb 142
4.3.3 DESCIIPLIVE SEALISTICS. ...uvievieiiieeiiecie ettt e e e nneas 144
4.3.4 Reliability and Correlations ...........cvoiveiieiiiciie e 145
4.3.5 Measurement IMOE] ..........cuiiiiiiiii s 149

4.3.6 ANOVA ANGIYSIS ..ottt bbb 154



4.3.7 MANOVA Requirements and Assumptions TeStiNg.........cccccvevereerreiesieseese e 155
4.3.8 HYPOthESIS TESEING......ueeiuiiieiieeiecie ettt esbe e sneens 160
4.3.9 Manipulation ChECK...........coiii s 165
4.3.10 Additional POSt HOC TESTING .....ccveiieiiiiieiiieie e 169
CHAPTER 5 ..ttt ettt b e bt e bt e s hb et e e s be e e nbeenaeeanbeenteas 171
DISCUSSION AND IMPLICATIONS ..o 171
5.1 SUMMANY OF RESUILS ......ueiiiiieiic it re et esre e e 171
5.1.1 HYPONESIS L....oeciiieii ettt sttt sttt et beete e saeeneeneesraenne s 172
5.1.2 HYPOtheSES 2, 3, QN0 4 ....oeeeieiee ettt nre e 174

5.2 Limitations and Future ReSarch 1deas...........ccoouoiiiriiiiiene i 177
5.3 Implications and Ideas for FULUre STUAY ..........cccoeviiiiiicie e 179
5.3.1 IMpPlications fOr PraCtiCe .........cciiiiiiiiiiic sttt 179
5.3.2 Implications fOr RESEAICH ..........ccviiiiiiiie e 180

5.4 CONCIUSION ...ttt bbbttt ettt ettt nbe et 182
RETEIENICES ...ttt bbbttt ettt 184
Y o] o 1=] 16 [ QTSP UR PR TSPPPPTPRPRPRPRON 228
F AN o] o 1= 00 )G = T ST SOPPUSRTRPIR 229
AN o] o 1=] 0 L SR UPUPRTRROR 230
F AN o] o 1=] 00 )G I ST ROPPUPRTRPOR 231

APPENTIX E ..ottt bbbttt bbb ere s 232



N o] 01 00 L SRS PRSSRSSN 233
N o] 017 00 LG C SRS PRSSSRSSN 234
APPENAIX H .ot b bbbttt n bbb 235
APPENAIX | ottt bbbttt n bbb 239
APPENAIX | et b bbbttt bbb ere s 254
N o] 01 00 L SRS PRRSRSSN 259
AN o] 01010 D <SOSR 260

AN o] 0100 G SO S S PRS 265



Figure
2.1
2.2
3.1
3.2
3.3
3.4
4.1
4.2
4.3
4.4
4.5
4.6

4.7

LIST OF ILLUSTRATIONS

Page
Conceptual FrameWOrK ..........cccoeiieiiiieiiece e 64
Hypothesized MOdel ..o 74
SBPM Interventions Implementation Process...........ccccvvvevviieieesiesinennnn 84
Timeline of Interventions and Longitudinal Measurements .................... 87

Timeline of Collection of Data from Individual Assessment ................ 89

GroUP MEMDEIS ...ttt ens 93
Model 4-SPSS AMOS Diagram for Four-factor Model ........................ 139
Model 5-SPSS AMOS Diagram for Harman Model ..............c.ccccovenee. 139
Model 1-SPSS AMOS Diagram for Four-factor Model ...................... 150
Model 2-SPSS AMOS Diagram for Harman Model .............cccccco.... 151
Model 3-SPSS AMOS Diag. for Unmeasured Latent Factor Model......152
Histogram of Time 1 RESPONSES ......ccveveiiieiiiciesiece e 167

Histogram of Time 2 RESPONSES ......ccveveiiieiieieiee e 168

11



Table

2.1

2.2

2.3

3.1

3.2

3.3

4.1

4.2

4.3

4.4

4.5

4.6

4.7

4.8

4.9

4.10

411

412

LIST OF TABLES

Page
The Search Strings Used in This Study ........ccccceocevveieiiiene e, 31
Top Ten Journals for the Sample ..o, 34
Research Design Methodologies Used in Prior Studies ................... 42
G*Power Test for MANOVA Repeated Measures ............ccceeeveenene. 94
G*Power Analysis Parameters for MANOVA..........ccccccecveiveiecnnen, 95
Survey INStrument Order .........c.ccvevveii e 108
Demographics of the MTUrk® Sample...........ccooovvvvvereeeeeeieeneeennn 126
Descriptive Statistics of the MTurk® Sample..........ccccovevvvevvivevennnn, 128
Reliability StatiStiCS... ... vve et e e e e e e e 130
Partial Correlation between Study and Published Scales.................... 131
SEM Model Fit Indices for Models...........cccocooiiiiiininniicicce 135

Implied Correlations, Average Variance Extracted (AVE), Composite

Reliability (CR) and square root 0f AVE ........cccccevvvieiiieieiieneens 137
Demographics Of GIOUPS........cooviirieieierie et 141
Mahalanobis TeSt........ccveieiieiiee e 143
DeSCrIPtive StatiStICS. . .uvveett et viiie et 144
Correlation TabIe........ccvecveece e 147
SEM Model Fit Indices for Models 1,2and 3...............cceeennnne 153

Implied Correlations, Average Variance Extracted (AVE), and

Composite Reliability (CR) for M1..........cccooiiiiieee e 154

12



4.13

4.14

4.15

4.16

4.17

4.18

4.19

4.20

421

4.22

4.23

4.24

4.25

4.26

4.27

ANOVA Results for the Combined Variable...........cccoooevviiiinnnnnnn. 155
Shapiro-Wilk Summary of Normality................ccoooiiiiiiiiiiin 157
Box’s M Test of Equality of Covariance Matrices..................... 160
Summary of Descriptive Statistics for MANOVA........................ 160
Main and Interaction Effects of Group and Time ..................... 162
Interaction Effect on each Dependent Variable........................ 163

Tukey’s Post hoc Analysis for Skill Seeking for the Intervention and
Control Groups Combined ............coooiiiiii 164

Tukey’s Post hoc Analysis for Skill Seeking for the Intervention

ANOVA Results for the Performance Management Behavior
QUESEIONNAITE. ...\t e e 166
Descriptive StatisticS 0Of PMBQ ........coovvviiiiiiiiiiiieeeee, 167
Post hoc Results for Subscales of the Performance Management
Behavior QUeStIONNAIre. ............ooviiiii e .168
Tukey’s Post hoc Analysis for Organizational Climate for

Performance for the Intervention and Control Groups............ ... 169
Tukey’s Post hoc Analysis for Organizational Climate for

Performance for the Intervention Group.................cceevninn. ... 169
Tukey’s Post hoc Analysis for Organizational Climate for

Performance for the Control Group............coviviiiiiiiiiiinnnn.n. 170

13



14

CHAPTER 1
INTRODUCTION
1.1 Phenomenon and Problem Statement

Businesses have been searching persistently for new tactics and initiatives to meet their
goals associated with organizational performance and have been looking at both conceptual and
empirical approaches in this regard (Kazlauskaité & Bucitiniené, 2008). This pursuit of
organizational performance has developed even greater urgency in the last two decades due to an
increasingly dynamic and complex business environment (Rimita et al., 2020). Business has
become more global, creating more demand, and ushering in new competitors. Product lifecycles
are shorter than ever due to the advent of technology and rapidly changing customer demands.
Workforces are more global and diverse and span multiple generations — Gen Z, millennials
through baby boomers (Schroth, 2016). Today’s workforce is also much more dynamic, with
employees moving among roles, sometimes taking on more than one role at a time, and
constantly experimenting (Buckingham, 2016; Cappelli & Tavis, 2018; Cunningham &
McGregor, 2015). All these changes have added greater complexity regarding attaining goals
associated with organizational performance.

There are many approaches to help attain organizational performance goals, such as
increasing productivity, developing organizational capabilities, expanding into global markets,
developing and implementing new technologies, attracting and retaining high-performing and
flexible workforce, and introducing and managing relevant organizational change (Burke, 2005;
Saridakis et al., 2017). One specific resource recognized as helping attain organizational goals is
the human resources of the firm. A significant stream of research extending across three decades

has been directed at understanding the nexus between Human Resource Management (HRM)
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practices and organizational performance (e.g., Delery & Doty, 1996; Huselid, 1995; Kim et al.,
2018; MacDuffie, 1995; Messersmith et al., 2011).

HRM can be defined as a set of managerial activities and tasks concerned with
developing and maintaining a qualified workforce in ways that contribute to organizational
effectiveness (Denis & Griffin, 2005). HRM has also been defined as a set of managerial
practices and tasks that businesses use to ensure that they have a qualified and effective
workforce in place to meet their operational needs (Alam & Mukherjee, 2014). In general,
researchers have not agreed on a single unified definition of HRM, and there is considerable
variation regarding what practices constitute HRM (Savaneviciene & Stankeviciute, 2011). Such
variations are due to the differences in the context of each study, the strategies implemented in
the organization, government regulations, and other factors (Ahmad & Schroeder, 2003).

The prescription of ideal HRM practices and activities for an organization is considered
one of the theoretical challenges that requires further attention (Wright & Gardner, 2003). There
has been a wide gamut of HR practices suggested in the literature. Boselie et al. (2005)
conducted a meta-analysis of 104 articles and concluded that 26 different HRM practices were
used in different studies. However, Boselie et al. (2005) have also mentioned that although there
are 26 different HRM practices, they can be grouped into four main categories. These categories
include training and development, compensation, recruitment and selection, and performance
management (including appraisal). As a framework, Paauwe (2009) outlined the four practices
that reflect the bulk of HRM initiatives as “identify and recruit strong performers, provide them
with the skills and confidence to work effectively, monitor their progress towards the required

performance targets, and reward staff well for meeting or exceeding them” (p. 136). The author
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summarized that the bulk of these practices were connected to the notion of performance
management and enriching workers with skills.

There is indeed broad evidence in the literature that performance management can aid in
dealing with team performance and employee attitudes (Kaagari et al., 2010; Kinicki et al., 2012;
Pfeffer & Veiga, 1999). Prior studies indicate that organizations using performance management
outperform organizations without such a system (e.g., Armstrong & Baron, 2005; Kinicki et al.,
2012; Pulakos, 2009). The selection of a suitable performance management model greatly
influences employee attitudes, and a positive relationship exists between performance
management practices and employee attitudes (Aguinis, 2009; Almutawa et al., 2015; Cardy,
2004; Cascio, 2006; Jiang & Messersmith, 2018; Lewicka & Pec, 2018; Paauwe & Boon, 2018;
effectiveness of performance management systems, today’s workplaces have widely adopted
performance management systems (Cappelli & Tavis, 2016).

While selecting performance management systems, business leaders have been turning
away from the age-old performance management practices that traditionally inspired dread in
employees — the annual performance appraisal/review process, in favor of a skill-based
performance management process (Derven, 2017). The main issue with traditional performance
management practices is that they focus on weeding out people by holding them accountable for
past behavior instead of focusing on improving current or future performance (Cappelli &
Travis, 2018). An article in the Harvard Business Review indicated that in a public survey
conducted by Deloitte, 58% of executives believed that they needed to move away from
traditional reactive performance reviews to cope with the demands of a significantly more

dynamic world (Buckingham & Goodall, 2015).
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The corporate objectives of performance management have shifted away from a
philosophy that emphasizes the management of people using performance reviews and instead
moved towards the management of people through proactive employee development (Cappelli &
Travis, 2018). Such development would facilitate deeper reinforcement of desired employee
attitudes, greater retention, and, ultimately, better organizational performance (Chun et al.,
2018). Global leaders such as Adobe, Dell, Microsoft, IBM, GE, and Deloitte have been among
the trailblazers looking to revamp and transform their HRM practices, with the centerpiece being
enhanced performance management processes (Bort, 2016; Cappelli & Travis, 2018; Vara,
2015). These companies recognize human capital as their greatest asset and, therefore, invest in
employee development. When companies decide to switch the focus of their performance
management practices from dictating what employees should do at work to helping them develop
their skills as individuals, employees feel empowered to grow and become better at their jobs
(Cappelli & Travis, 2016).

Prior articles and studies have made a clear case for a stronger performance management
system and practices (Buckingham & Goodall, 2015; Cappelli & Tavis, 2016; Crush, 2015; Levy
etal., 2017). Regarding these practices, there is considerable support in academia and in industry
for more than one facet, that is, a “bundle” of human resource (HR) practices around
performance management to help drive individual performance (MacDuffie, 1995, p. 197). Such
a bundle could be comprised of (a) skills development; (b) traditional assessments; and (c) goal-
oriented professional development opportunities (Becker & Gerhart, 1996; Delaney & Huselid,
1996; Kehoe & Collins, 2017; Subramony, 2009). The notion of a bundle is, thus, a combination
of performance management practices rather than individual practices that shape the pattern of

interactions between and among managers and employees (Cutcher-Gershenfeld, 1991).
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There is support for such a bundle of performance management practices characterized as
Skill-Based Performance Management (SBPM) by researchers such as Purcell (2003). The basis
for this support revolves around the abilities, motivations, and opportunities (AMO) framework
(Boselie, 2010; Boxall et al., 2016; Jiang et al., 2012; Paauwe, 2009). Per these studies, this
framework supports an HRM system encompassing three buckets of performance management
practices that respectively map to the enhancement of abilities, motivations, and opportunities for
employees. The first bucket consists of skill-enhancing performance management practices
(training and improvement) that influence employees’ ability to work. The second bucket entails
a collection of motivation-enhancing practices (compensation, career goal setting, and
promotion) influencing employees’ attitudes. Finally, the third bucket constitutes a system of
empowerment-enhancing practices (job design, managerial involvement) that influences
employees’ behaviors (Bartel, 2004; Harney & Jordan, 2008; Purcell et al., 2003). While there is
support for each of these practices individually around their impact on employees and
organizational performance, there is minimal research on the impact of a bundle of these
practices (Buchan, 2004; Gooderham et al., 2008; Huselid, 1995; Jiang et al., 2012a; Macduffie,
1995). As such, the overarching challenge is to characterize the impact of different performance
management practices, especially those that consist of a bundle of practices that include skills
enrichment, managerial coaching, and career pathing.

1.2 Background Research and Research Questions

The impact of a bundle of performance management practices that constitutes SBPM and
includes skills enrichment, managerial coaching, and career pathing on employees and their
organizations is not well covered in the literature. Within this bundle, the impact of some of

these individual practices in isolation has seen some research coverage. In particular, the area of
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employee skills enrichment has received the most significant research attention both in terms of
the modalities and its performance implications (e.g., Johnson & Ray, 1993; Knouse, 1995;
Lawler & Ledford, 1987; Murray & Gerhart, 1998; Shareef, 1994; Shenberger, 1995). The other
areas of skills-based performance management, namely managerial coaching and career pathing
have received only limited attention in the literature. The importance of managerial coaching has
been demonstrated by two studies (Har, 2008; Park et al., 2008), while others have provided
anecdotal perspectives on the importance of career pathing (Armstrong & Baron, 2005; Arnold,
2002; Krauss & Synder, 2009). More significantly, there are limited to no studies on a bundle of
these practices on employees, and this gap in literature provides an opportunity for additional
research.

Before we can attempt to characterize the true impact of a bundle of performance
management practices, it is essential first to characterize the impact of HRM practices on
organizational performance, which is an area that has received significant attention. Many
business experts and leading corporations perceive HRM systems and practices and performance
management systems, in particular, as the critical lever for driving greater employee and
company success (Cappelli & Travis, 2018). Numerous academic scholars have utilized
empirical studies to opine a positive linkage between HRM practices and different organizational
metrics (e.g., Becker & Gerhart, 1996; Combs et al., 2006; Huselid, 1995).

Notwithstanding the positive relationship reported by many of these studies, a deeper
study of the literature revealed that this relationship has not been unequivocally characterized as
strong and positive, especially by recent researchers. Studies pointed to varying sample
characteristics, poor research designs, insufficient exploration of intervening or proximal

variables, and inadequate performance measures as factors due to which extant findings varied
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dramatically, which then made the size of the overall effect challenging to estimate (Boselie et
al., 2005; Combs, 2006; Wall & Wood, 2005; Wright & Gardner, 2003). These authors
concluded that implementing improved HRM practices to improve organizational performance
was not a single silver bullet or a panacea because different sets of HRM practices had different
effects on organizational performance.

Given all this ambiguity around these linkages, researchers have called for rigorous
research-based consensus or empirical evidence that clarifies the nature of a direct relationship
between HRM, of which SBPM is a subset, and organizational performance (Becker & Gerhart,
1996; Becker & Huselid, 2006; Guest, 2011, Jiang et al., 2013; Paauwe, 2009; Saridakis et al.,
2017). Researchers have described this relationship between HRM systems and organizational
performance to be akin to a “black box” (Almutawa et al., 2015; Becker & Huselid, 2006;
Harney & Jordan, 2008; Kehoe & Wright, 2013; Messersmith et al., 2011; Truss et al., 2013).
Paauwe (2009) and Guest (2011) stressed the need for more theory-driven research to unpack
this black box to address challenges in three areas (a) the meaning of HRM and means to
operationalize it; (b) the type of performance we are seeking to measure and at which level of
analysis; and (c) and the need for theory concerning a “black box” linkage between the two.

The area of black-box linkage has attracted the most significant research attention. In this
regard, multiple models and support have been discussed for unpacking this black-box linkage,
which involves incorporating intervening variables between HRM practices and organizational
performance (Alfes et al., 2013; Almutawa et al., 2015; Boselie et al., 2005; Huselid, 1995;
Katou, 2012; Nishii et al., 2008; Savaneviciené & Stankeviéitite, 2011; Wright, 2007; Wright et
al., 2003). Researchers have suggested that in order to “open the black box,” the intervening

effects of the more proximal variables (such as employee attitudes and behaviors) on the more
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distal ones (organizational performance) must be examined (Jiang et al., 2012). A variety of
intervening variables with mediating characteristics have been proposed in prior literature
involving employees’ attitudes, for example, satisfaction, commitment, and engagement (Alfes et
al., 2013; Boselie et al., 2005; Petrescu & Simons, 2008; Wright et al., 2003), and employees’
behaviors (Boselie et al., 2005; Huselid, 1995). Way and Johnson (2005), in this regard,
proposed a theoretical model in which the impact of HRM practices on organizational outcomes
was influenced by the organizational climate. However, researchers lament that most of these
models have not been tested empirically, and research designs aimed at revealing causality have
not had sufficient methodological rigor (Wright et al., 2005).

In summary, there are numerous gaps and questions posed by literature as one looks to
obtain an empirical or more rigorous characterization of the impact of a bundle of HR practices
and SBPM in particular, on organizational performance. More broadly, there is a lot of
skepticism and equivocation on the true linkage between HRM practices and organizational
performance. While the linkage between the two has been surmised as a black box with the
presence of intervening variables that influence the dependency, research that attempts to
characterize these intervening variables better has been met with skepticism because it has been
deemed as lacking methodological rigor or empirical justification. Thus, the gap in research
exists around the nature of these intervening variables, a theory-based justification for the same,
and whether these relationships should be deemed mediating or moderating in nature. There has
been plenty of support in research that these intervening variables include employee attitudes and
the organizational climate. These intervening variables are also deemed to be proximal in nature

as opposed to the distal outcomes around organizational outcomes. With these gaps and prior
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research as context, the purpose of this study is to determine the impact the implementation of
SBPM has on employee attitudes and the organizational climate for performance.
1.3 Current Study

This study was motivated by the challenges and initiatives at a company that owns and
manages multiple sites. The genesis and impetus for understanding the determinants of
organizational outcomes was when the company noticed a gradual deterioration of performance
across many of the regional teams, which manifested in their missing sales targets and receiving
poor customer survey scores. Many of these teams were also characterized by high employee
attrition and weak Glassdoor ratings. The company’s executive leadership decided to implement
a comprehensive skill-based performance management program based on best practices in the
industry and literature to overcome the issues with employee attitudes and, ultimately, team
performance. These actions at the company provided an excellent crucible to research the
relationship between a bundle of HRM practices for a comprehensive skills-based performance
management system and individual attitudes.

To tackle this research challenge, this study proposes three steps in line with the
recommendations of Paauwe (2009) and Guest (2011). As the first step, the study draws upon the
AMO framework to operationalize the notion of HRM practices. The AMO framework, which
stands for ability (A), motivation (M), and opportunity to participate (O), is perhaps one of the
most researched models to characterize how HRM can be operationalized to ultimately drive
performance (Boselie et al., 2005). This framework predicts that employees will perform well in
a job when (a) they possess the knowledge and skills required to undertake their jobs (abilities);
(b) they are adequately interested and incentivized to work (motivation); and (c) they are

provided support and given opportunities to express themselves in the workplace (opportunity).
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HRM practices that incorporate enabling each of these AMO dimensions can be delivered as a
“bundle” of HR practices, as it has been proven that a bundle of HRM practices may have a more
significant effect than the sum of isolated HR practices (Huselid, 1995; Jiang et al., 2012;
MacDuffie, 1995). The ingredients of such a bundle would map to the practices outlined under
SBPM. As such, the AMO framework provides the theoretical underpinnings for
operationalizing HRM practices in the form of SBPM.

The next step in explaining the linkage between HRM practices and organizational
performance is to get to the right characterization of organizational performance, especially in
the context of HRM practices and deployment of SBPM systems. Dyer and Reeves (1995)
enumerated the performance outcomes of HR systems as financial, operational, or HR-related
outcomes. Paauwe (2009) and Guest (1997) made a strong case that the linkage between HR
practices and financial and operational indicators is distant and potentially subject to exogenous
interventions. They recommended that HR-related outcomes and employee attitudes are more
relevant for characterizing the performance outcomes of HR systems. This study focuses on
employee attitudes as an indicator of organizational performance.

The final step in the study was to demystify the true nature of the “black box” linkage
between HRM practices, operationalized as an SBPM bundle, and the appropriate measures that
represent performance at employee, team, and organizational levels. Numerous researchers have
argued that the relationship between HRM practices and performance at an organizational or
team level is not a direct relationship; instead, it is viewed as an indirect relationship that has
mediating proximal variables (Almutawa et al., 2015, 2016; Guest, 2011; Savaneviciene &
Stankeviciute, 2010; Wright & Gardner, 2000). In other words, in order to understand how HRM

practices affect performance at a broader organizational or team level, one should first
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understand the effects of these HRM practices on the more proximal outcomes (employee-related
individual outcomes), which are in turn supposed to have their own effects on the more distal
organizational or team outcomes (Wright et al., 2003). As such, at a fundamental level, this study
looks to characterize the impact of HRM practices on appropriate proximal variables around
employee attitudes and sentiments.

The first set of proximal attitudinal variables in this linkage, consistent with the
conjectures of prior researchers, consists of a measurement of employee perceptions of their
abilities, motivations, and opportunities. The rationale for this is as follows. If an organization
delivers SBPM based on the AMO framework, the organization endows employees with the
benefits of ability, motivation, and opportunity to do their jobs. Employees react
commensurately around their perceptions of the abilities, motivations, and opportunities that they
have been endowed with from those initiatives (Jiang et al., 2012). As such, three different
proximal variables that correspond to three distinct employee attitudes or sentiments have been
conceived here.

The first attitude measures employees’ skill-seeking orientation, which targets employee
perceptions of the benefits they receive from abilities enrichment. Skill-seeking behaviors are the
desired outcomes of a skill-based intervention (Lee et al., 1999), and the first proximal variable
measures an employee’s perception of their abilities and desire to acquire new skills. By
prioritizing skill-based attributes (knowledge, skills, and abilities) of individuals, organizations
hope to direct the attention of their employees to developmental opportunities and to encourage
skill-seeking behavior (Murray & Gerhart, 1998). Thus, the first variable measures an
employee’s perception of the organization’s emphasis on enriching the employee with new

abilities and skills.
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The second attitude measures employees’ connectedness to their goals, which targets
employees’ motivation to align with organizational goals and priorities. Organizational activities
that target enhancing employee motivation in this regard include developmental appraisal,
equitable compensation review, and managerial training and development. All of these activities
are expected to lead to employees’ ability to connect better with organizational goals and values
(Ichniowski et al., 1997; MacDuffie, 1995). Measuring how employees identify and connect with
their organization provides an indication of employees’ attitudes toward such activities.
Managers enable employees to see how their individual tasks connect to the organization's larger
mission, reinforcing employees’ motivation (Paarlberg et al., 2008). Employees with a high level
of fit reciprocate the support and fairness shown to them by the organizations by paying back in
the form of positive work behaviors (Afsar & Badir, 2017). Thus, the second variable that
equates to motivation-related sentiments measures an employee’s perception of their
connectedness to their organization’s goals.

The third attitude measures an employee’s career satisfaction, which targets employees’
perception of the opportunities available in their organization (Babalola & Bruning, 2015). Tu et
al. (2016) stated that the effect of HRM practices and the level of organizational performance is
mediated by career satisfaction, or in other words, career satisfaction positively influences the
impact of HRM practices on organizational performance. An emphasis on career pathing should
lead to an employee’s satisfaction with their career trajectory (Greenhouse et al., 1990), and so
the opportunities presented by the organization and managers can be measured by an employee’s
career satisfaction. By prioritizing career development behavior and career management of
individuals, organizations hope to drive greater employee perceptions around career satisfaction

and, ultimately, organizational performance (Babalola & Bruning, 2015). Thus, the third
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proximal variable is related to opportunities and measures an employee’s perception of career
satisfaction.

A second type of proximal variable emerges from employees’ perception of the
organization in general — referred to as organizational climate. At a macro level, climate is an
attribute of an organization and refers to the collection of attitudes, behaviors, and feelings that
emerge within an organizational environment (Guerci et al., 2015). There is sufficient empirical
evidence suggesting that the performance of individuals in organizations is associated with
organizational climate (Batt, 2002; Delaney & Huselid, 1996; Huselid, 1995; Wright et al.,
2005). As a result, numerous studies have adequately documented organizational climate as a
determining factor of organizational results. A multitude of studies have proposed a theoretical
model in which the impact of HRM practices on organizational outcomes is impacted by
organizational climates (Guerci et al., 2015; Li et al., 2011; Rogg et al., 2001; Sanders et al.,
2008; Zohar & Luria, 2005). Other studies have posited that organizational climate has a
mediating influence (e.g., Bowen & Ostroff, 2004; Boselie, 2010). Thus, the final proximal
variable is related to an employee’s perception of the organizational climate, specifically around
managerial effectiveness and a manager’s role in nurturing a climate for performance.

In this study, the research design consisted of a field experiment that investigated the
effects of a skill-based performance management program on employee attitudes. As discussed
previously, this program consisted of skills gap analysis, skills enrichment and performance
management, and active managerial coaching. Participants in this study were the 200 full-time,
non-managerial, knowledge workers at the company. They worked in teams throughout the
United States and reported to centralized managers. These managers were responsible for the

delivery of the SBPM program and had an impact on the organizational climate. The design of
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the study followed the general protocol for a longitudinal evaluation of program implementation.
It employed surveys to obtain measures of employee attitudes both before and after the SBPM
intervention. Statistical methods were used to study the relevance of SBPM on the proximal
variables.

1.4 Contributions of the Study

This study makes contributions across a wide gamut, from operationalizing HRM
practices in the form of SBPM to prescriptive guidance around the characterization of
organizational performance in the form of employee attitudes and organizational climate.

The overarching challenge this study tackles is to provide an in-depth characterization of
how performance management practices, particularly skill-based performance management,
impact employee attitudes. It accomplishes that by unpacking the black box linkage between
SBPM and proximal outcomes associated with employee sentiments in an organization. With
that as context, the first contribution of the study is around a prescription of how HRM practices
can be operationalized utilizing the AMO framework. While numerous studies have talked about
HRM practices, they have been vague about how the practices could be operationalized, which is
particularly relevant for managers and industry practitioners.

The second contribution revolves around the use of employee attitude-related measures
as being relevant for characterizing organizational performance. In this regard, the study utilizes
the AMO framework to posit three employee attitudes and the organizational climate to serve as
these proximal variables. Business practitioners can utilize these measures of employee attitudes
and the organizational climate to better assess the results of different strategic and operational

initiatives on organizational performance.
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1.5 Dissertation Structure

The structure of the dissertation is a literature review followed by the research design and
methodology. The next chapter systematically reviews the relevant literature on HRM, skill-
based performance management, and organizational performance. The literature review provides
a basis for developing the conceptual model and hypotheses regarding the relationship between
skill-based performance management practices, employee attitudes, and organizational climate.
In the third chapter, the research design and methodology are described. The results of data

analysis are presented in chapter four, followed by the discussion of results in chapter five.
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CHAPTER 2
LITERATURE REVIEW

There has been extensive research on the phenomenon of performance management
regarding the extent to which it impacts employee performance at all levels of the organization.
The types of performance management practices, the nature of outcomes possible, and the causes
or rationale for their dependency are well-researched topics (DeNisi & Smith, 2014). There is
also a fair degree of disagreement and even laments around a lack of methodological rigor in the
studies, and as a result, the nature of this linkage is far from settled, which is compounded by
how broad and expansive this topic is (Brown et al., 2019).

The goal of this literature review is to add some structure to characterize this broad
subject. To accomplish this structured characterization, | draw upon the well-understood input-
process-output (IPO) framework, wherein performance management serves as the input, the
types of performance outcomes as the output, and a collection of intervening variables as the
process machinery that influences the linkage between the inputs and outputs. This approach has
enabled me to define a bundle of HR management practices as Skill-Based Performance
Management (SBPM) and its impact on attitudinal variables around employee attitudes and the
climate for performance. As such, the research question that | am studying is whether SBPM has
an impact on proximal outcomes around employee attitudes and organizational climate.

To explain these linkages, this chapter consists of four sections that outline the search
methodology, a summary of findings, a detailed literature review, and the conceptual model. The
first section lays out a systematic search protocol and methodology to uncover prior work
spanning the gamut of HRM practices and measures of organizational performance and their

interdependencies. This section concludes with a summary of findings and lists the major gaps



30

that arise from this investigation. In the following section, I utilize the IPO framework to capture
prior research and perspectives around performance management inputs, outcomes, and the
intervening variables that influence the linkage between them. This framework development
informs the conceptual model and basis for the hypotheses examined in this study.
2.1. Method

| began the literature review by setting up a systematic search protocol to review the best
available research concerning human resource management practices, skill-based performance
management, organizational and team performance, and frameworks that explained the inter-
dependency between HR systems and performance outcomes. The goal of the systematic review
protocol was to utilize a structured search process to identify as much as possible all prior
literature relevant to the research question and a process that could be replicated for future

studies.

2.1.1 Database and Filters

The systematic search was conducted in four leading academic databases: Academic
Search Complete, Business Source Complete, APA Psycinfo, and ABI/INFORM of the Cowan-
Blakely Memorial Library online at the University of Dallas in Irving, Texas. Filters were set up
to require the returned search to be published in academic peer-reviewed journals within the last
50 years.
2.1.2 Search Keywords

The search started with using the following terms or combinations of terms to find
relevant articles in the databases: human resource management, performance management, skills,

human resource bundles, organizational performance, and team performance.
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The approach for the search began with a review of papers on HRM and performance
management and organizational and team performance. While examining studies that
characterized their linkage, | came across the notion of a black box that was used to describe this
relationship. Further review of research studies to understand this black box led me to the notion
of intervening variables that were likely part of the black box. Studies that further expounded on
the nature of the black box drew me to explore frameworks to operationalize performance
management. A study around operationalizing performance management provided the segue into
the concept of incorporating a bundle of skills into performance management delivery and the
relevance of the abilities, motivation, and opportunities (AMO) framework for the same. While
examining studies that elaborated on the impact of bundles of HRM practices, | uncovered the
notion of proximal variables around employee attitudes in this relationship. Finally, | used the
inputs, processes, and outputs (IPO) framework to organize the literature search. The search
strings utilized along this journey of discovery are outlined in Table 2.1.

Table 2.1

The Search Strings Used in This Study

No. Academic Search Complete, APA Psyclinfo, Business Source Complete-  Number of

Criteria Articles
(SU HRM OR SU "human resource management™ OR SU "high-
1 performance work practices” OR SU HPWP) AND AB "organizational 270
performance"
((SU HRM OR SU "human resource management” OR SU "high-
2 performance work practices” OR SU HPWP) AND AB "team 29
performance”

((SU HRM OR SU "human resource management” OR SU "high-
3 performance work practices"” OR SU HPWP) AND TX ("organizational 6
performance” OR "team performance™) AND TX "black box"
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No.

Academic Search Complete, APA PsycInfo, Business Source Complete-
Criteria

Number of
Articles

10

11

12

13

14

(SU HRM OR SU "human resource management™ OR SU "high-
performance work practices" OR SU HPWP) AND AB "bundles™ AND
TX ("organizational performance” OR "team performance™) AND TX
(abilities motivation opportunities OR "AMO")

(((SU "PM" OR SU "performance management™) AND AB "bundles”
AND TX ("organizational performance” OR "team performance") AND
TX (abilities motivation opportunities OR "AMOQO™)) NOT “climatology"
((SU HRM OR SU "human resource management” OR SU "high-
performance work practices” OR SU HPWP) AND AB "bundles” AND
TX ("organizational performance” OR "team performance™) AND TX
("organizational climate™) AND TX ("employee attitudes™)

((SU HRM OR SU "human resource management” OR SU "high-
performance work practices” OR SU HPWP) AND TX ("organizational
performance” OR "team performance™) AND TX (“intervening
variables™)

((SU "PM" OR TX "performance management™) AND TX
("organizational performance” OR "team performance™) AND TX
("intervening variables")

((SU HRM OR SU "human resource management” OR SU "high-
performance work practices” OR SU HPWP) AND TX ("organizational
performance” OR "team performance™) AND TX (“proximal variables™)
((SU "PM" OR TX "performance management™) AND TX
("organizational performance” OR "team performance™) AND TX
("proximal variables™)

(TX (“Human Resource Management” OR HRM) AND TX
"Organizational performance”™ AND TX moderating variables) AND
employee attitudes

(((SU "PM" OR TX "performance management") AND AB "bundles”
AND TX ("skills")

(((SU "PM" OR TX "performance management") AND AB "bundles”
AND TX ("skills") AND (TX "abilities motivation opportunities” OR
TX"AMO")

((TX "performance management™) AND TX "organizational
performance” OR TX "team performance™) AND (TX "black box")
AND (TX "input process output™) OR (TX "IPO™))) AND bundles

76

92

97

97

47

76

150
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2.1.3 Inclusion Criteria

The criteria for inclusion were peer-reviewed articles written in English published in the

last 50 years (i.e., after 1970) in the field of human resource management. In the initial stages of

the literature review, the search was conducted with the specific objective of finding articles

about human resource management bundles with a specific focus on practices associated with

performance management and organizational performance and the mechanisms that characterize

their relationship. As such, the inclusion criteria of this review were as follows:

peer-reviewed papers in journals published in Academic Search Complete, Business
Source Complete, APA Psych Info, and ABI/INFORM;

articles or reviews published from the year 1970 to date in the field of Business and
Psychology;

articles written in English;

articles that referred to organizational and team performance as a dependent variable and
involved HRM practices — these typically contained HRM practices as independent
variables;

articles that outlined mechanisms or frameworks that characterized their dependency;
research related to frameworks to explain the relationships among human resource
management practices, skill-based performance management, and organizational
performance; and

research related to IPO frameworks.

Papers pertaining to human resource management unrelated to measuring performance

outcomes and research related to AMO framework or IPO framework for explaining phenomena

other than HR practices were excluded from the study. For example, a paper titled “Consumer-
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computer interaction and in-store smart technology (IST) in the retail industry: The role of
motivation, opportunity, and ability” by Roy et al. (2020), which pertained to the role of AMO in
marketing, was excluded from the search.

Once the initial set of articles was obtained, the title and abstracts were reviewed to
ensure that they met the inclusion criteria. The full text of articles that met the inclusion criteria
were stored in RefWorks and downloaded for further review. Folders were used to organize the
articles based on the topics they pertained to. Duplicate papers from the different searches were
removed. The papers were then read in full and were further excluded if they did not meet the
inclusion criteria. From this review, 195 were selected, which were used to populate the
systematic review template in Excel. The next section outlines the summary of findings that
emerged from this systematic search methodology.

2.2 Summary of Findings
2.2.1 Sample Descriptive Statistics

After conducting the systematic literature search, a total of 1,063 articles were examined
to determine if they met the inclusion criteria, and my final sample was 195 articles. Most of the
articles were published in the last 20 years. The top publications for the articles are shown in
Table 2.2.

Table 2.2

Top Ten Journals for the Sample

Name of Publication Percentage of Articles
8
Human Resource Management Journal
The International Journal of Human Resource 8
Management
Academy of Management Journal 5

o1

Journal of Management
Personnel Review 5



35

Table 2.2 cont.

Name of Publication Percentage of Articles
Journal of Applied Psychology

Human Resource Management Review
Academy of Management Perspectives
Business Horizons

Human Resource Development Review

R NN WS

The other journals the articles were published in were the Journal of Organizational
Behavior, Journal of Human Research Management, Personnel Psychology, Research in

Personnel and Human Research Management, and Harvard Business Review.

2.2.2 Definitions-Conceptualizations and Measures of Performance Management

The most adopted definition of performance management is that it is a process consisting
of managerial behaviors aimed at “identifying, measuring, and developing the performance of
employees and teams and aligning performance with the strategic goals of the organization”
(Aguinis, 2009, p. 5). Most researchers agreed that the basic steps involved in the process
consisted of defining performance, evaluating performance, reviewing, and providing
consequences (Kinicki et al., 2012). The goal of performance management is to enhance
employee performance with the ultimate purpose of improving organizational performance
(DeNisi & Pritchard, 2006).

The process of performance management involves managing employee efforts based on
measured performance outcomes (den Hartog et al., 2004). Several studies have used evaluations
and performance appraisals (PA) to measure employee performance. PA is an “evaluation
process where quantitative scores are often assigned based on the judged level of the employee’s
job performance on the dimensions or criteria used” (DeNisi & Pritchard, 2006, p. 254) and as a

system of review of an individual’s (or team’s) performance (Mondy et al., 2002). These scores
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help determine what constitutes good performance, and the determination of what drives high
performers can be utilized to influence the design of effective performance management
practices (den Hartog et al., 2004).

Performance management practices are considered to be closely aligned with HRM
initiatives (Brown et al., 2019). The four “core purposes” of HRM at the individual, group, and
organizational level have been defined by Hamlin and Stewart (2011) as “improving individual
or group effectiveness and performance, improving organizational effectiveness and
performance, developing knowledge, skills, and competencies, and enhancing human potential
and personal growth” (p. 211). This definition underscores the alignment between performance
management practices and HRM initiatives (Brown et al., 2019). The bulk of HRM initiatives
are connected to the notion of performance management and enriching workers with skills
(Paauwe, 2009). Several studies have recommended “bundling” complementary HR practices,
which have been shown to deliver positive desired outcomes (e.g., Delery & Doty, 1996;
Guthrie, 2001; Huselid, 1995; MacDuffie, 1995).

There is a great degree of research that links HRM initiatives broadly to organizational
performance (e.g., Boselie et al., 2001). Taking a performance management approach involves
aligning HRM practices in such a way that they maximize current as well as future employee
performance, which in turn is expected to affect organizational performance (den Hartog et al.,

2004).

2.2.3 Correlates of Performance Management
Numerous measures of outcomes have been correlated to HRM practices by researchers,
including customer satisfaction, customer retention, sales revenues, quality defects, scrap,

productivity, downtime, labor costs, etc., and ultimately, the selection of which one to focus on
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in a study or corporate initiative should depend on whatever is relevant for that organization
(Wright & Gardner, 2000). These outcomes of HR and performance management systems can be
grouped into (a) financial outcomes (e.g., profits, sales, market share); (b) organizational
outcomes (e.g., operational measures such as productivity, quality, efficiency); and (c) HR-
related outcomes (e.g., employees’ attitudinal impacts such as engagement, satisfaction,
commitment, intention to quit; Dyer & Reeves, 1995). These outcomes of performance manifest
at different levels in a company (individual, team, organization), which makes performance a
multi-level construct (den Hartog et al., 2004). As such, correlates of performance management
in a company can be characterized at each of these levels, as described in the following sections.

2.2.3.1 Individual Outcomes. As an essential causal chain, HRM practices such as
performance management must impact individual performance before a company can see an
impact on organizational, financial, or market-based outcomes (Dyer & Reeves, 1995). Increased
employee performance can be considered a distal outcome of the process, while the more
proximal outcomes include an “employee’s cognitive, attitudinal, and impulsive reactions that
precede changes in employee performance” (Gruman & Saks, 2011, p. 124). Different variables
have been proposed in prior literature to measure such proximal outcomes. These proximal
outcomes include employees’ attitudes (satisfaction, commitment, and engagement; Alfes et al.,
2013; Boselie et al., 2005; Petrescu & Simons, 2008; Wright et al., 2003) and employees’
behaviors (Boselie et al., 2005; Huselid, 1995).

2.2.3.2 Team Outcomes. Prior literature suggests that teams have become pervasive
across almost all firms and in every industry, and to get the most out of teams, performance
management systems should incorporate the notion of how teams function (Aguinis et al., 2013;

Cascio & Aguinis, 2008). Well-designed performance management systems should incorporate



38

measures of performance based on behaviors and results at both the individual and collective
level (e.g., team, department, unit; Aguinis et al., 2012c). Suboptimal performance at the team
level usually occurs because organizations fail to design and implement a performance
management system that considers both individual and team performance issues (Hackman,
2002). Scott and Tiessen (1999) have stated that as employees become more involved in working
in teams, the need for team performance measurement for both planning and evaluation purposes
becomes more critical.

Significant research has been conducted on the characterization of team outcomes, and
researchers have summarized that multiple and varied measures are required to best characterize
team performance (Scott & Tiessen, 1999). There are broadly two forms of team performance
outcomes. The first is tangible outcomes such as reduction of costs, productivity, efficiency,
work quality, retention, and creativity (Cohen et al., 1960; Hausknecht et al., 2009; Maier &
Hoffman, 1960; Pepinsky et al., 1959; Wiest et al., 1961). The second is softer outcomes, such as
team members’ attitudes and reactions such as, job satisfaction, work attitudes, turnover
intentions, and depression (Chen et al., 2011; Mathieu & Gilson, 2012; Parker, 2003; Pritchard et
al., 1988).

2.2.3.3 Organizational Outcomes. The definitive relationship between HRM systems
and organizational outcomes has been considered the fundamental and defining research
question in HRM (Becker & Gerhart, 1996). While it has been researched empirically, much
work still needs to be done (Jackson et al., 2014; Wright & Gardner, 2000). At a macro level, on
a cross-company or cross-industry basis, there have been attempts to demonstrate a quantitative
impact of HRM practices on organizational performance (Combs et al., 2006; Huselid & Becker,

2000). Several studies have shown a positive relationship between the implementation of HRM
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practices and organizational performance outcomes (e.g., Becker & Huselid, 1998; Delery &
Doty, 1996; Gerhart et al., 2000; Guest et al., 2004; Guthrie, 2001; Wright et al., 2003).
Notwithstanding the positive relationship espoused by so many studies, the emergence of
organizational outcomes as a result of performance management-related inputs has not been
characterized as a strong and positive one on an unequivocal basis, especially by other
researchers (Combs, 2006). They point to varying sample characteristics, poor research designs,
insufficient exploration of intervening or proximal variables, and inadequate performance
measures as factors due to which extant findings vary dramatically, which then makes the size of
the overall effect challenging to estimate (Boselie et al., 2005; Combs, 2006; Wall & Wood,
2005; Wright & Gardner, 2003).

As such, many researchers have called for improved studies that clarify the nature of the
relationship between HRM and organizational performance. Numerous researchers have
described this relationship between HRM systems and organizational performance to be akin to a
“black box” (Almutawa et al., 2015; Becker & Huselid, 2006; Harney & Jordan, 2008; Kehoe &
Wright, 2013; Messersmith et al., 2011; Truss et al., 2013). In this study, | focus more on

individual outcomes rather than on the team or organizational outcomes.

2.2.4 Models and Theories of Performance Management

Models and theories have been provided in literature both with regard to the definition of
performance management as well as with the intervening variables that influence the outcomes
from performance management practices. In line with Aguinis's (2009) definition of performance
management, several researchers have developed models of performance management practices
(e.g., Aguinis, 2013; Asare et al., 2020; Cardy, 2004; Cascio, 2006; Kinicki et al., 2013; Pulakos,

2009). While these models share clear commonalities, they differ in terms of (a) the process,
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which refers to the number of steps and the nature of participation of managers and employees;
and (b) how it is operationalized concerning the level of complexity and specificity in each step
(Kinicki et al., 2013).

With regard to the process flow, Kinicki et al. (2013) have proposed a well-cited
depiction of the performance management process based on an integration of existing models.
The basic steps in the process include (a) defining performance and setting goals; (b) evaluating
performance; (c) reviewing performance and providing feedback and coaching to employees;
and (d) providing performance consequences to reinforce and reward employee behavior.

Regarding the operationalization of performance management practices, there are
multiple theories or frameworks that have been used in prior literature (Alagaraja, 2012). The
most popular are the contingent framework, the resource-based view (RBV), and the abilities,
motivation, and opportunities (AMQO) frameworks. The contingent framework suggests that
organizational contextual factors like the firm’s strategy influence the rollout of HR practices
(Alagaraja, 2012). The resource-based view (RBV) states that HRM influences performance
according to the human and social capital held by the organization (Barney, 1995). The AMO
framework is one of the most researched models to operationalize HRM and performance
management and, in particular, has an emphasis on driving performance (Boselie et al., 2005).

Numerous researchers have theorized the notion that intervening variables and processes
influence the outcomes as a result of performance management practices (Almutawa et al., 2015;
Becker & Huselid, 2006; Harney & Jordan, 2008; Kehoe & Wright, 2013; Messersmith et al.,
2011; Truss et al., 2013). These researchers characterize these processes as akin to a “black box”
and a linkage that has not been adequately analyzed. The determination of the key intervening

variables and processes is the key to explaining the link between performance management
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practices and policies on the one hand and the performance of employees, teams, and the firm on
the other hand (Guest, 2011; Paauwe, 2009; Savaneviciene & Stankeviciute, 2010; Wright &
Gardner, 2000). Intervening variables proposed include those around employees’ attitudes and
behaviors (Jiang et al., 2012), which are also considered proximal outcomes resulting from
performance management inputs.

In addition to the intervening variables around employee attitudes and behaviors, research
shows that one more set of intervening variables could materially impact this linkage. This
perspective emerges from the notion that employees within an organization may perceive HRM
practices differently, and such perceptions, especially if they are negative, can undermine the
impact on their attitudes towards them and ultimately on performance (Bowen & Ostroff, 2004;
Nishii & Wright, 2007). Perception of the organization in general by employees and the
collection of attitudes, feelings, and behaviors that emerge daily within an organizational context
are broadly referred to in the literature as organizational climate (Guerci et al., 2015; Suandi et
al., 2014). Numerous studies have shown that organizational climate in the context of
performance has an impact on a variety of performance outcomes (Batt, 2002; Delaney &
Huselid, 1996; Huselid, 1995; Schneider, 2000; Veldhoven, 2005; Wright et al., 2005). Studies
have stated that the nature of climate that needs to be studied depends upon the purpose of the
study (Schneider, 1975), and it is meaningless to apply the concept of climate without a
particular referent or context (Schneider & Reichers, 1983). As such, numerous types of climates
have been proposed in the literature, including service climate (Schneider, 1990), safety climate
(Hofmann & Stetzer, 1996; Zohar, 2000), team innovation climate (Anderson & West, 1998),
change climate (Schneider et al., 1996), risk orientation climate (Lawler et al., 1974), trust

climate (Gavin & Howe, 1975), climate for updating (Kaufman, 1974), and employee relations
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climate (Haines Il & St-Onge, 2012). Drawing on similar analogies where motivation and
performance inputs are assumed to result in a climate for performance (Curran et al., 2015), the
climate in the context of employee performance management is also referred to as the climate for
performance.
2.2.5 Research Designs for Performance Management Studies

Research methods utilized in the sample were in one of the four categories (a) empirical
studies; (b) meta-analyses; (c) literature reviews; or (d) model development. A list of these
studies in HRM and performance management, broken down by each of the four categories, is
provided in Table 2.3. These studies are referred to in the rest of the literature review to provide
an assessment of the gaps and theoretical underpinnings for this study.
Table 2.3

Research Design Methodologies Used in Prior Studies

Type of
Study Studies Topic
Empirical ~ Kalleberg and Moody, 1994.1chniowski, C.,
Study Delaney, J., & Lewin, D. (1989) HRM policies

Becker, B. E., & Huselid, M. A. (1998), Boselie, P.  High performance work
(2010), Huselid, M. A. (1995), Kalleberg and Moody practices and organization
(1994), Boselie, P. (2010) measures
High involvement work
practices and organization

Gutbhrie, J. P. (2001). measures
HRM bundles and
MacDuffie, J. P. (1995) manufacturing performance

Employee skills, training,
motivation, and organizational
Delaney, J. T., & Huselid, M. A. (1996) outcomes
HR practices based on
theoretically derived
Delery, J. E., & Doty, D. H. (1996) employment systems

Human-Capital-Enhancing
Youndt, M. A,, Snell, S. A., Dean, J. J. W., & Lepak, Human Resource Practices and
D. P. (1996) operational performance
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Type of
Study Studies Topic
Empirical HRM planning sophistication and
Study Koch, M. J., & McGrath, R. G. (1996) firm performance outcomes
Wright, P. M., Gardner, T. M., & Moynihan, L. M. HRM practices and business unit
(2003). performance
Bayo-Moriones, A., & de Cerio, J. M. (2002) High commitment HRM practices
Aguinis, (2009). Almutawa et al., 2015; Asare, E. K.,
Whittington, J. L., & Walsh, R. (2020), Cardy, 2004;
Cascio, 2006; Jiang & Messersmith, 2018; Kaagari
et al., 2010; Lewicka & Pec, 2018; Paauwe & Boon,
2018; Pfeffer & Veiga, 1999; Pulakos, 2009;
Savanevi¢iené & Stankeviciate, 2011). DeNisi and Performance management and
Pritchard Organizational outcomes
Literature
Review Alam, A., & Mukherjee, U. (2014) Human Resource Management
Becker, B., & Gerhart, B. (1996), Boselie, P., Dietz,
G., & Boon, C. (2005), Gerhart, B. (2005), Guest, D. Human Resource Management
E. (1997), Paauwe, J., & Boselie, P. (2005) and Performance
Ferris, G. R., Hall, A. T., Royle, M. T., & Theoretical development in
Martocchio, J. J. (2004) HRM
Hagen, M. S. (2012). Managerial coaching
Paauwe, J., & Boon, C. (2018), Paauwe, J., &
Richardson, R. (1997) Strategic HRM
Brown, K., Mazumdar, & McCracken (2019).
DeNisi and Murphy (2017), DeNisi and Smith
(2014), Kinicki, A. J., Jacobson, K. L., Peterson, S.
J., & Prussia, G. E. (2013), Schleicher, D. J.,
Baumann, H. M., Sullivan, D. W., & Yim, J. (2019)  Performance management
Meta- High-performance work
Analysis practices and Organizational

Combs, J., Liu, Y., Hall, A., & Ketchen, D. (2006)

Hesketh, A., & Fleetwood, S. (2006). Saridakis G.,
Yanging L. and Cooper L. (2017)

Jiang, K., Lepak, D. P., Hu, J., & Baer, J. C. (2012a),
Jiang, K., & Messersmith, J. (2018a)

Kurtessis, J. N., Eisenberger, R., Ford, M. T.,
Buffardi, L. C., Stewart, K. A., & Adis, C. S. (2017)

Subramony, M. (2009).
Ng, T. W., Eby, L. T., Sorensen, K. L., & Feldman,
D. C. (2005)

Performance

Human resources management
and organizational performance

Human Resources management
and Organizational outcomes

Perceived Organizational
Support:

HRM bundles and firm
performance

Career success
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Table 2.3 cont.

Type of

Study Studies Topic
Theoretical

Model Enhanced performance

development Asare, E. K., Whittington, J. L., & Walsh, R. (2020) management model
Human resource management
Alfes, K., Shantz, A. D., Truss, C., & Soane, E. C. practices and employee

(2013) behavior:

Bunning, R. L. (1992). Skill-based pay

den Hartog, Boselie and Paauwe (2004), DeNisi and

Pritchard (2006), DeNisi and Smith (2014) Performance Management

Fei, L. K., Tunku, U., Rahman, A., Campus, S. L., & Human Resource Management
Cheras, M. (2019) Bundles and performance

Overall, the research designs varied significantly, which made it challenging to generate a
consensus across them. For example, the HR practices being compared differed across studies,
and as Becker and Gerhart (1996) stated, there was little consensus on what entailed an HR
practice. Some studies referred to HR practices as bundles (MacDuffie, 1995), others as high-
performance practices (Becker & Huselid, 1998; Boselie, 2010), some as high-involvement work
practices (Guthrie, 2001) and high-commitment work practices (Bayo-Moriones & de Cerio,
2002) and a few as HR or PM practices (Asare et al., 2020; Cardy, 2004; Cascio, 2006; Jiang &
Messersmith, 2018). Second, even if the HR practices had some commonality, as Combs et al.
(2006) stated, context matters in the choice of both the practices and the strategic outcomes, and
it cannot be one-size-fits-all across all industries, multiple exogenous factors, varied HR
practices, and disparate performance outcomes to derive conclusions. Third, researchers have
devoted significant effort to empirical studies and relevant statistics to drive conclusions, and
there is a startling lack of qualitative methods to drive many of the results. Fourth, while many
studies pointed to the gamut of broad HR practices, very few dove deeper into performance

management practices as the centerpiece of the inputs into their research. As a result, there was a
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paucity of studies that characterized the effects of such performance management inputs on
outcomes. Finally, as will be expounded in greater detail later in this literature review, a vast
number of these studies did not provide sufficient discourse on the nature of proximal outcomes
or intervening variables that explained the linkage between HR practices and performance
outcomes.

In summary, while there is growing evidence that HR practices affect organizational
performance, varying sample characteristics, research designs, practices examined, and
organizational performance measures used have led extant findings to vary dramatically, making
the size of the overall effect challenging to estimate (Combs et al., 2006). This review elaborates
on these shortcomings in detail.

2.2.6 Limitations, Unresolved Issues, and Gaps

There are multiple limitations that have been outlined in prior studies. Researchers have
argued that while prior studies provided some support for the notion of a bundle of HRM
practices as defined by the phenomenon of SBPM, they did not provide any empirical or rigorous
characterization of its impact on organizational performance. In fact, there is a lot of skepticism
and equivocation on the true linkage between HRM practices and organizational performance.
Researchers have stressed the need for more theory-driven research to better characterize this
linkage in three areas (a) the meaning of HRM and the means to operationalize it; (b) the type of
performance we are seeking to measure and at which level of analysis; and (c) and the need for
theory with respect to a “black box™ linkage between the two.

Researchers have also posited that this black box linkage involves the presence of
intervening variables that influence dependency (e.g., Becker & Huselid, 2006). Research

attempts to characterize these intervening variables better have been met with skepticism as they
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have been deemed lacking methodological rigor or empirical justification (e.g., Wright et al.,
2005).

With these perspectives as context, there are three specific overarching unresolved gaps
and issues in prior literature gaps that this study looks to address. These fall into the categories of
operationalization of performance management inputs, the nature of intervening variables with a
theory-based justification for the same, and whether these should be deemed as mediating or
moderating in nature. The first unresolved issue is around the notion of operationalization of
performance management practices, or in other words, the nature of performance management
inputs or practices to enable an impact on performance at different levels of the company. The
second unresolved issue concerns the purported black box relationship and the nature of potential
proximal outcomes in the relationship between performance management inputs and outcomes at
multiple levels. The final unresolved gap is around the nature of how these proximal outcomes
impact the linkages between performance management inputs and performance outputs.

With these shortcomings and research gaps as context, in the next section, | will draw
upon the IPO framework to systematically organize the study and form the basis for the
conceptual model.

2.3. Input Process Output (IPO) Framework

The study draws upon the input-process-output (IPO) model of team effectiveness
developed by McGrath (1964) as the organizing framework. This model described a set of
inputs, processes, and outputs relevant to a team and was created to explain outcomes based on
the interplay between individual team members and the team as a single functional entity
(Gaboury et al., 2009). The IPO model suggests that inputs from the individual level, group

level, and the larger organizational environment level combine to influence interaction processes
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and thereby impact outcomes, such as group effectiveness and members’ reactions (Mathieu et
al., 2018).

Inputs are attributes relevant to individuals or employees in a team and include
characteristics such as knowledge, skills, and abilities (KSAs), demographics, the team (e.g.,
size, power structure), and the environment (e.g., external stressors, reward conditions) that
enhance or constrain a team’s capabilities (Kozlowski et al., 2015). In the context of this study,
inputs correspond to performance management practices, which are antecedent to employees’
KSAs and enable a team performance climate. Outcomes reflect the cumulative results of a
team’s efforts, which may be performance-related (e.g., operational key performance indicators),
ability-related (changes in relevant abilities and skills), or sentiment-related (commitment to
team and teammates; Kozlowski et al., 2015). These outcomes of performance manifest at
different levels in a company (individual, team, organization), which makes performance a
multi-level construct (den Hartog et al., 2004). Processes are phenomena that correspond to team
members’ personal cognition, motivation, attitudes, and behaviors resulting from their
interactions, which then influence the team’s outcomes (Kozlowski, 2017). In the context of this
study, the processes aspect of the IPO model refers to the mechanics that influence the causation
or the relationship between the performance management inputs and outcomes described earlier.

These processes consist of intervening variables that could be of a proximal or distal nature.

2.3.1. Performance Management Inputs

2.3.1.1. Definition and Alignment with HRM Initiatives. Broadly, performance
management has been defined as a process consisting of managerial behaviors aimed at defining,
measuring, motivating, and developing the desired performance of employees and aligning

performance with the strategic goals of the organization (Aguinis, 2012; Kinicki et al., 2012) and
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is the definition adopted in this study. Performance management practices have been theorized as
being closely aligned with HRM practices (Brown et al., 2019). The four core purposes of HRM
are “improving individual or group effectiveness and performance,” “improving organizational
effectiveness and performance,” “developing knowledge, skills, and competencies,” and
“enhancing human potential and personal growth” (Hamlin & Stewart, 2011, p. 211). This
definition helps explain the close alignment between performance management practices and
HRM initiatives (Brown et al., 2019). Another perspective to explain this alignment has been
provided by Paauwe (2009). The four practices that reflect the bulk of HRM initiatives have been
defined as “identify and recruit strong performers, provide them with the skills and confidence to
work effectively, monitor their progress towards the required performance targets, and reward
staff well for meeting or exceeding them” (Paauwe, 2009, p. 136). The author summarized that
the bulk of these practices were connected to the notion of performance management and
enriching workers with skills. The performance management process also offers an opportunity
to integrate all HR strategies (Armstrong & Baron, 2000). As such, the focus of this study
revolves around performance management as the input for the IPO framework.

Performance management exists at every company, some more formally than others, as it
is an essential element of how work at a firm gets accomplished. It is how organizations
communicate expectations and drive behavior to achieve important goals; it is also how
organizations identify ineffective performers for development programs or other personnel
actions (Pulakos, 2009). Done correctly, performance management communicates what is
important to the organization, drives employees to achieve important goals, and implements the
organization’s strategy (Pulakos, 2009). Several models of performance management have been

proposed in the literature, each differing in levels of complexity (Aguinis, 2009; Asare et al.,
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2020; Cardy, 2004; Cascio, 2006; Pulakos, 2009). The basic steps involved in the process consist
of defining performance, evaluating performance, reviewing, and providing consequences. These
steps share clear commonalities in terms of the managerial behaviors involved in executing an
effective performance management process (Kinicki et al., 2012).

2.3.1.2. Benefits of Performance Management Systems. There is evidence in the
literature that performance management can aid in dealing with organizational performance and
employee attitudes (Kaagari et al., 2010; Kinicki et al., 2012; Pfeffer & Veiga, 1999). Other
studies indicate that organizations using performance management outperform organizations
without such a system (Armstrong & Baron, 2005). The selection of a suitable performance
management model can significantly influence employee attitudes, and a positive relationship
exists between performance management practices and employee attitudes (Aguinis, 2009;
Almutawa et al., 2015; Cardy, 2004; Cascio, 2006; Jiang & Messersmith, 2018; Kaagari et al.,
2010; Lewicka & Pec, 2018; Paauwe & Boon, 2018; Pfeffer & Veiga, 1999; Pulakos, 2009;
management systems influence employee attitudes because they communicate to employees
expectations about the skills, knowledge, motivations, attitudes, norms, values, and behaviors
expected within their organization. From these communications, shared perceptions emerge
about the behaviors, values, and norms that are important to an organization’s functioning. Given
the broad endorsements about the effectiveness of performance management systems, today’s
workplaces have widely adopted performance management systems (Cappelli & Tavis, 2016).
Aguinis et al. (2011) summarized the importance of performance management as one of the top

two most important human resource management functions in an organization.
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2.3.1.3. Factors Limiting Benefits of Performance Management Systems. The
benefits of performance management systems in organizations are not universal, especially in
instances where employees, and hence organizations, do not gain the intended benefits from their
performance management processes (Kinicki et al., 2013). Only 30% of workers reported that
their company’s performance management process helped them improve their performance, and
less than 40% said their systems provided clear goals and honest feedback (Pulakos, 2009).
There could be several explanations for this dissatisfaction, but the most likely reason suggested
in past studies is that managers are ineffective at executing the performance management process
— in other words, they are not clear on exactly what to do, or they simply do not take the time to
perform performance management behaviors (Mumford, 2009; Pulakos, 2004; Rachman-Moore
& Kenett, 2006). Pulakos et al. (2015) stated that managers who conduct performance
management ineffectively not only fail to realize its benefits but demotivate employees and
adversely affect their attitudes. The results could be serious problems that are expensive,
distracting, and damaging to an organization’s reputation and performance.

Buckingham & Goodall (2015) suggested in an article in Harvard Business Review that
the reason for the dissatisfaction with the performance management process was that it had been
based on performance appraisals. Performance appraisals (PA) have been defined as “the system
whereby an organization assigns some ‘score’ to indicate the level of performance of a target
person or group” (DeNisi, 2000, p. 121) and as a system of review and evaluation of an
individual’s (or team’s) performance (Mondy et al., 2002). The scores that emerge from PA are
viewed as measures during an employee performance management process and help determine

what constitutes good performance. Determining the drivers of high performance can be utilized
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to influence the design of an effective performance management process (den Hartog et al.,
2004).

Performance appraisal scores can be utilized to measure employee performance;
however, performance appraisals on a standalone basis are considered reactive because they
focus on weeding out underperformers and cannot meet the needs of the modern workplace
(Buckingham & Goodall, 2015). As a result, 70% of multinational companies are moving away
from traditional performance reviews. A Deloitte manager referred to the traditional review
process as “an investment of 1.8 million hours across the firm that did not fit our business needs
anymore.” (Cappelli & Tavis, 2016, p. 2). In a public survey, Deloitte conducted, more than half
the executives (58%) believed that their current performance management approach, based on
traditional reviews and performance management, drove neither employee engagement nor high
performance (Buckingham & Goodall, 2015).

In response to the general dissatisfaction around traditional performance management
approaches, global leaders such as Adobe, Dell, Microsoft, IBM, GE, and Deloitte reported that
they have been revamping and transforming their performance management processes (Cappelli
& Travis, 2016). The cited study stated that these companies recognized human capital as their
greatest asset and, therefore, invested in employee development. It also suggests that when
companies switched their focus from dictating what employees should do at work to helping
them develop their skills as individuals, employees felt empowered to grow and became even
better at their jobs. Given the variances associated with the benefits realized for employees and
their organizations from performance management practices, numerous studies have made a

clear case for revised and enhanced performance management systems and practices (Asare et
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al., 2020; Buckingham & Goodall, 2015; Cappelli & Tavis, 2016; Crush, 2015; Levy et al.,
2017).

In summary, there are numerous types of HRM practices and performance management
systems. There is also a great degree of variability in how they are implemented, which suggests
that an a priori poor selection of performance management practices can have little to no, or
worse, a negative impact on employees and their organizations. As such, more work is needed to
characterize the nature of desired performance management outcomes and inputs to achieve the

same.

2.3.2. Performance Management Related Outcomes

Performance measures consist of key performance indicators (KPIs) and outcomes that
are relevant to a specific organization (Wright & Gardner, 2000). These KPIs can fall into three
buckets (a) financial outcomes (e.qg., profits, sales, market share); (b) operational outcomes (e.g.,
operational measures such as productivity, quality, and efficiency); and (c) HR-related outcomes
(e.g., employees’ attitudinal impacts such as engagement, satisfaction, commitment, intention to
quit; Dyer & Reeves, 1995). Paauwe (2009) argued that financial and operational indicators
could be influenced by a range of internal and external factors that might have nothing to do with
employees and the company’s HR practices. Guest (1997) also argued that the distance between
HR interventions and these financial and operational performance indicators was simply too
large and potentially subject to exogenous interventions such as research and development
activities and marketing strategies.

These performance measures can also impact outcomes across different organizational
levels and can be deemed inherently multilevel (Schleicher et al., 2019). For example,

performance management processes might affect team-level attributes (Barrick et al., 2015) or
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employee-level attributes (Messersmith et al., 2011). With these outcomes across these
organizational levels as context, the types of outcomes can be broken up as impacting
individuals, a group of individuals (team), or the organizational level.

2.3.2.1. Individual Outcomes. Outcomes related to individuals are considered the more
immediate impact of performance management practices before an impact can be seen on
organizational, financial, and market-based outcomes (Dyer & Reeves, 1995). A similar
perspective was provided by Macky and Boxall (2007) that the scientific literature assumed a
relationship between HRM practices and broader organizational performance via the responses
of employees. A causal link flowing from HRM practices to organizational performance via the
responses of employees has also been assumed by other researchers (Katou, 2012; Nishii &
Wright, 2007).

Within individual outcomes of performance management, while employee performance is
often viewed as a key objective, it is considered a distal outcome of the process. The more
proximal outcomes include the cognitive, attitudinal, and impulsive outcomes, and these are
considered to precede changes in employee performance (Gruman & Saks, 2011). Many other
studies make a similar argument. For example, a study showed that the relationship between a
performance management input such as developmental goal setting and feedback and employee
performance was mediated by the employee’s motivation (Kuvaas, 2007). In another study, an
employee's response to performance feedback was mediated by a set of cognitive variables,
which, in turn, predicted performance (Kinicki et al., 2004). Norris-Watts and Levy (2004)
demonstrated that the relationship between the performance feedback environment and employee
performance was partially mediated by employee attitudes. In summary, these studies concluded

that delivering employee performance outcomes from performance management inputs requires
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achieving intermediary (proximal) outcomes that precede enhanced performance. Thus,
producing these more proximal outcomes is a vital step in the performance management process,
and performance management inputs need to be geared toward creating such intermediary
outcomes (Brown et al., 2019; VerWeire & Van Den Berghe, 2004). A variety of studies in prior
literature have posited the presence of different variables to measure these intermediary
outcomes, which include employees’ attitudes (satisfaction, commitment, and engagement; Alfes
et al., 2013; Boselie et al., 2005; Petrescu & Simons, 2008; Wright et al., 2003) and behaviors
(Boselie et al., 2005; Huselid, 1995).

Other researchers have made an even stronger case that individual performance
outcomes, while distal, are not the ultimate outputs of a performance management input. In fact,
they are a part of the processes that ultimately explain outcomes related to organization or team
outcomes.

2.3.2.2. Team Level Outcomes: Team outcomes can be grouped into two categories,
namely tangible outcomes (e.g., reduction of costs) and team members’ attitudes/reactions (e.g.,
job satisfaction; Mathieu & Gilson, 2012). The distinction is not clear-cut, but by tangible, it
means that the outcome can be measured by objective or external measures.

Tangible outcomes outlined by researchers include productivity (e.g., Pepinsky et al.,
1959), efficiency (e.g., Wiest et al., 1961), work quality (e.g., Maier & Hoffman, 1960), retention
(e.g., Hausknecht et al., 2009), and creative outcomes (e.g., Cohen et al., 1960). Intangible
outcomes addressed by researchers include work attitudes (e.g., Pritchard et al., 1988), turnover
intentions (e.g., Chen et al., 2011), and depression (e.g., Parker, 2003). Intangible outcomes are
represented by individual attitudes. Tangible team outcomes should be chosen to be aligned with

the organizational goals of the company (Aguinis et al., 2013; Scott & Tiessen, 1999), and as
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such, these will include KPIs that are relevant for the scope of a specific business and to areas
that map to the sphere of influence managed by the team.

2.3.2.3. Organizational Level Outcomes. The impact of HRM practices on
organizational outcomes has been considered the fundamental and defining research question in
strategic HRM (Delery & Doty, 1996; Guthrie, 2001; Huselid, 1995; Jackson et al., 2014;
Kazlauskaite & Buciuniene, 2008). Within the spectrum of HRM practices, organizations have
emphasized using employee performance management to enhance organizational performance
(Blackman et al., 2017). Several researchers have looked to characterize the broader linkages
relevant to HRM practices and performance management practices as outlined in the next sub-
sections.

2.3.2.3.1 Support for Direct and Positive Linkage for a Broader Set of HRM Practices.
At a macro level, on a cross-company or cross-industry basis, there have been attempts to
demonstrate a quantitative impact of HRM practices more broadly on organizational
performance. Huselid and Becker (2000) attempted to quantify the change in market value for a
quantifiable change in HR system quality. Combs et al. (2006) also found a positive analysis of
this effect from a meta-analysis of 92 studies on HRM to organizational performance
relationship by concluding a quantifiable increase in return on assets and a decrease in turnover
with a measurable increase in the use of high-performance work practices.

One of the first articles that provided support for the positive effect of HR practices on
organizational performance was a publication by Guest (1987), describing HRM as a new
approach to people management that could lead to a wide range of positive organizational
outcomes. The first set of systematic empirical studies of the HRM-performance link tested

combinations of human resource activities that led to higher manufacturing performance (Arthur,
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1994). Becker and Gerhart (1996) conducted a special research forum for the Academy of
Management with the intention to help advance research on the link between HRM and
organizational performance and create a better understanding of the role of human resource
decisions in creating and sustaining organizational performance and competitive advantage.
They reported that studies included in the forum supported the strategic impact of HR on key
performance outcomes. Several studies followed this forum in the area of HRM and performance
(Becker & Huselid, 1998; Delery & Doty, 1996; Gerhart et al., 2000; Guthrie, 2001; Koch &
McGrath, 1996; Wright et al., 2003). These studies typically used samples across firms and
measured firm-level data in a fashion similar to Huselid's (1995) study and targeted surveys of
senior human resources professionals at each firm. The studies, for the most part, showed a
positive relationship between the implementation of HRM practices and organizational
performance outcomes.

2.3.2.3.2 Support for Opaqueness and Resulting Skepticism in the Relationship with
HRM Practices. Notwithstanding the positive relationship demonstrated by so many studies, the
emergence of organizational outcomes resulting from performance management-related inputs
has not been characterized as a strong and positive one on an unequivocal basis (Combs, 2006).
Multiple studies point to varying sample characteristics, poor research designs, insufficient
exploration of intervening or proximal variables, and inadequate performance measures as
factors due to which extant findings vary dramatically, which then makes the size of the overall
effect difficult to estimate (Boselie et al., 2005; Combs, 2006; Wall & Wood, 2005; Wright &
Gardner, 2003). Paauwe (2009) summarized that many studies have been mixed and cautious

with their conclusions over the past few years.
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Acknowledging the broad spectrum of inferences on how HR practices impact
performance, Harney and Jordan (2008) summarized that researchers have firmly acknowledged
that extant literature has failed to address this relationship conclusively. As such, many
researchers have called for improved studies that clarify the nature of the relationship between
HRM and organizational performance. Combs (2006) also pointed to the wide variance among
extant findings for additional efforts to understand the general relationship between HRM
practices and organizational performance. Gerhart (2004) called for an explanation of why
coherent and consistent HRM systems or bundles automatically lead to higher performance.
Boselie et al. (2005) pointed to a more fundamental problem that no consistent picture existed of
what HRM was or even what it was supposed to do. Becker and Huselid (2006) and Guest
(2011) called for a study that outlined the true mechanics or rationale behind this relationship.
Numerous researchers have described this relationship between HRM systems and organizational
performance as not explainable in a straightforward fashion but more like a “black box”
(Almutawa et al., 2015; Becker & Huselid, 2006; Harney & Jordan, 2008; Kehoe & Wright,
2013; Messersmith et al., 2011; Truss et al., 2013).

2.3.2.4 Impact of Performance Management Inputs on Outcomes. Several research
studies suggest that performance management has a positive impact on performance outcomes at
individual, team, and organizational levels (Aguinis, 2013; Asare et al., 2020; Bragger et al.,
2013; Chang & Chen, 2011; Gruman & Saks, 2011; O’Boyle & Aguinis, 2012; Pulakos, 2009;
Seiden & Sowa, 2011; Whittington et al., 2017). Notwithstanding these positive
characterizations, there are also numerous studies that point to critical gaps in characterizing

their full and accurate linkage.
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First, the positive linkage between performance management inputs and outcomes is not
universal. Numerous studies point to the strong dependency between the process, ingredients,
and the implementation thereof on the ultimate results, and as a result, in practice, the reality
faced by practitioners may be very different (Aguinis et al., 2011; Bragger et al., 2014). These
studies point out that poorly constructed or implemented systems have had adverse consequences
on performance in general, as they have undermined true employee performance development
and eroded their confidence in the company and their relationship with their managers (Bragger
et al., 2014). Hence, while research shows that performance management ought to lead to strong
outcomes, the actual state of affairs reported by managers, employees, and researchers reflects
that these systems often do not fulfill these promises (Hantula, 2011; Pulakos & O’Leary, 2011).
The implication is that the nature of the operationalization of performance management
processes has significant consequences on their ultimate effectiveness.

Second, the causal mechanisms between performance management processes and
outcomes spanning multiple levels are not well understood. At the employee level, prior studies
have demonstrated positive relationships between well-implemented performance management
systems and employees’ attitudes, behaviors, and performance (Aguinis, 2013; Asare et al.,
2020; Pulakos, 2009). However, there is a greater deal of uncertainty in moving from the level of
employee-level performance that emerges from these performance management processes to
firm-level performance. DeNisi and Smith (2014) make the point that although there is plenty of
evidence around driving individual performance through appraisal and performance management
programs, there is no evidence to show that improving individual-level performance will
eventually lead to improvements in firm-level performance. Paauwe (2009) and Guest (1997)

point to concerns that the linkage between HR practices and firm-level indicators is potentially



59

subject to exogenous factors, which render challenges with establishing causality. Wright et al.
(2005) have stressed the importance of research designs with sufficient methodological rigor to
establish multi-level causality. These studies imply that establishing causal mechanisms at the
team or firm level needs significant extra care in research design to ensure that exogenous factors
and multi-level causal mechanisms are considered.

To summarize, first, it is apparent that while HRM practices are related to firm
performance and performance management processes are related to employee attitudes and
performance, evidence has mounted that the nature of the relationship between these practices
and performance outcomes at different levels of the organization is opaque and not direct. That
evidence forms the basis of the next sub-section around intervening processes to explain the
relationship. Second, greater care must be taken to operationalize performance management
processes and HRM practices, as that will have an outsized impact on the outcomes. As such,
any study that looks to characterize the nature of organizational-level outcomes of performance
management inputs needs to have a multi-level analysis with emphasis on the specific evaluative
criteria at each level, factor out exogenous factors, and pay deeper attention to the mechanics that
would explain the linkages between the inputs and the outcomes.

2.3.3 Performance Management Intervening Processes

There are multiple intervening processes that are required to explain the linkage between
performance management inputs, HRM practices more broadly, and outcomes at different levels
of the organization. Such intervening processes explain multiple linkages, namely, the impact of
such inputs on employee attitudes and behaviors, the resulting role of such employee-related

sentiments on performance at multiple levels spanning employee, team, and organizational
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levels, and finally, the nature of operationalization of such inputs to achieve the desired
outcomes ultimately.

The notion of intervening processes that characterize the relationship between
performance management and HRM inputs and outcomes has been theorized by numerous
researchers and characterized as a “black box” (Almutawa et al., 2015; Becker & Huselid, 2006;
Harney & Jordan, 2008; Kehoe & Wright, 2013; Messersmith et al., 2011; Truss et al., 2013).
Becker et al. (1998) pointed to a lack of research evidence on this causation and have, in fact,
identified the “black box as the most pressing theoretical challenge” facing strategic human
resource management (p. 915). As such, while there are indeed models and processes proposed
for unpacking the black-box linkage between performance management inputs and employee
performance and a broader collection of HRM practices and organizational performance,
researchers point to issues around the lack of empirical testing for most of these models, and a
lack of sufficient methodological rigor for research designs to establish multi-level causality
(Wright et al., 2005). Given these observations, the nature of the intervening processes block in
the IPO model requires deeper examination.

The determination of the key intervening variables and processes is the key to explaining
the link between performance management practices and policies on the one hand and the
performance of the firm on the other hand (Paauwe, 2009). Other researchers argued that the
relationship between HRM practices broadly and performance is no longer seen as a direct
relationship but instead is viewed as an indirect relationship that has mediating variables (Guest,
2011; Savaneviciene & Stankeviciute, 2010; Wright & Gardner, 2000). The indirect relationship
that these studies espouse traces back to the seminal argument made by Dyer and Reeves (1995),

as mentioned in the previous section 2.3.2.3, which indicated that linking HRM practices directly
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to performance outcomes is questionable if one does not consider the intervening variables that
could have a significant effect on the ultimate outcome.

Intervening variables proposed include those around employees’ attitudes and behaviors
(Jiang et al., 2012), which are also considered proximal outcomes as a result of performance
management inputs. In order to understand how HRM practices affect performance outcomes,
one should first understand the effects of these HRM practices on the more proximal outcomes
(employee-related individual outcomes), which are supposed to, in turn, have their own effects
on the more distal outcomes (organizational outcomes; Wright et al., 2003). Based on these
recommendations, individual outcomes are the intervening variables or the elements of the black
box that will be deemed to belong to the process block of the IPO model and not output, as they
are indeed relevant to explaining the nature of outcomes that arise from performance
management inputs.

In addition to intervening variables around employee attitudes and behaviors, there is also
research that one more set of intervening variables could materially impact this linkage and be
part of the black box linkage. This perspective emerges from the notion that employees within an
organization may perceive HRM practices differently, and such perceptions, especially if they
are negative, can undermine the impact on their attitudes towards them and ultimately on
performance (Bowen & Ostroff, 2004; Nishii & Wright, 2007). This employees’ perception of
the organization in general is broadly referred to in the literature as organizational climate.

Organizational climate is considered an attribute of an organization and refers to the
collection of attitudes, feelings, and behaviors that emerge daily within an organizational context
(Guerci et al., 2015; Suandi et al., 2014). Climates also reflect the shared employee perceptions

of policies, practices, and procedures and the likelihood of certain behaviors "paying off" in the
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sense that the action will be reinforced by the organization's reward structure (Schneider &
Reichers, 1983, p. 20).

Numerous studies have shown that organizational climate impacts various performance
outcomes (Batt, 2002; Delaney & Huselid, 1996; Huselid, 1995; Wright et al., 2005). Way and
Johnson (2005) proposed a theoretical model in which the impact of HRM practices on
organizational outcomes was mediated by organizational climate (Guerci et al., 2015). HRM
systems influence employee performance through employee perceptions of the organizational
climate (Ferris et al., 1998). Given these assertions, there is a strong argument for the inclusion
of organizational climate as an intervening variable.

The considerable debate is whether climate has a mediating or moderating influence on
the relationship between HRM practices and employee, team, or organizational performance.
The case for climate as a mediating variable was made by Bowen and Ostroff (2004), who
argued that a robust HRM system should lead to a strong climate. A similar argument was
embraced by Boselie (2010), who explained that employees make inferences about the
organization's intentions by interpreting its practices. If these practices were consistent with
employee development, employees might feel obligated to reciprocate with positive work
attitudes and behaviors.

However, there is some skepticism that sound HRM practices always and automatically
lead to a strong organizational climate. Nishii et al. (2008) argued that few empirical studies
investigated the validity of such a theoretical argument. Others, such as Liao et al. (2009), have
called for future research that empirically tests the validity of the Bowen and Ostroff (2004)

strong climate model. The fundamental argument is that employees within an organization may
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perceive organizational practices differently, and such perceptions if they are negative, can
undermine the impact on performance (Nishii & Wright, 2007).

On the strength of these theories, an additional intervening process in the relationship
between HRM practices and performance is related to an employee’s perception of the
organizational climate and is part of the black box. There are numerous recommendations to
characterize climate depending upon the purpose of the study (Schneider, 1975). Conversely, it is
meaningless to apply the concept of climate without a particular referent or context (Schneider &
Reichers, 1983). Several types of climates have been proposed in literature spanning diverse
areas such as service, safety, team innovation, change, risk orientation, trust, and employee
relations (Anderson & West, 1998; Gavin & Howe, 1975; Haines 1l & St-Onge, 2012; Hofmann
& Stetzer, 1996; Lawler et al., 1974; Schneider, 1990; Zohar, 2003). Drawing on similar
concepts, the climate in the context of employee performance management is referred to as the
climate for performance.

2.4. Conceptual Framework

The conceptual framework that forms the basis of this study is outlined in Figure 2.1.
This framework was derived from the literature review around the input, processes, and output
framework summarized in section 2.3.

Figure 2.1
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Figure 2.1 is an application of the IPO framework to characterize the impact of
performance management practice inputs on outcomes related to individual, team, and
organizational outcomes, along with the processes consisting of intervening variables that
explain this linkage. The rest of this section outlines the details of each of these components. The
first sub-section provides additional descriptions of a type of performance management practice
called skill-based performance management (SBPM). The next sub-section spotlights the two
sets of intervening variables — the first set of variables captures the impact of employee attitudes,
and the second incorporates the relevance of climate for performance and the relevant
hypotheses that describe their relevance in the linkage between SBPM and performance

outcomes.

2.4.1. Input

Models and theories have been provided in the literature both with regard to the
definition of performance management and the intervening variables that influence the outcomes
of performance management practices. In line with Aguinis's (2009) definition, several
researchers have developed models of performance management (e.g., Aguinis, 2013; Asare et
al., 2020; Cardy, 2004; Cascio, 2006; Kinicki et al., 2013; Pulakos, 2009). While these models
share clear commonalities, they differ in terms of the process, which refers to the number of
steps and the nature of participation of managers and employees, and in terms of the level of
complexity and specificity of each step around their operationalization (Kinicki et al., 2013).

With regard to the process, Kinicki et al. (2013) proposed a well-cited depiction of the
performance management process based on an integration of existing models. The process spans
the performance management lifecycle. It begins with the definition of practices around

performance and goal setting, followed by periodic performance evaluations, then employee
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feedback and coaching, and finally, the creation of incentives and consequences to reinforce and
reward employee behavior.

In this study, | have focused more on the nature of the performance inputs than the
process flow associated with the implementation of the performance management system. For
this purpose, | have drawn upon multiple theories and frameworks outlined in prior studies to
suggest a bundle of practices called skill-based performance management, which I elaborate on
in further detail in the next subsection.

2.4.1.1 Theoretical Basis for SBPM. There are many frameworks that we can draw
upon to guide us in the operationalization of performance management practices. One such
framework is the contingent framework, which suggests that organizational contextual factors
like the firm’s strategy should influence the operationalization of human resource practices
(Alagaraja, 2012). In other words, performance management practices must be cognizant of and
thus incorporate a firm’s strategy in its formulation.

Another popular framework is one based on a resource-based view (RBV), which posits
that human and social capital held by the organization influences how HRM practices influence
performance (Barney, 1995). As such, in the pursuit of organizational performance, HRM
practices need to emphasize and develop human capital resources and social resources in an
organization (Marin-Garcia & Martinez, 2016), which in turn enhance organizational
performance (Boxall & Steeneveld, 1999, as cited in Katou & Budhwar, 2010). Practices that
develop human capital are those that look to develop employees’ abilities, and practices that
develop social resources are those that focus on motivating employees. Applying the RBV

perspective to operationalize performance management practices would thus imply conceiving
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practices that impact employee motivation and abilities as a pathway to ultimately impacting
organizational and team outcomes.

One of the most researched models to operationalize HRM and performance management
with an emphasis on conceiving practices that impact employee motivation and abilities is the
AMO framework, which stands for ability, motivation, and opportunity to participate (Boselie et
al., 2005). Given the similarities that RBV and AMO emphasize, that is, employee abilities and
social factors around motivation, some authors consider the AMO framework an extension of the
RBV model (Ruzic, 2015) because it adds the opportunity dimension to the ability and
motivation.

The AMO framework was initially proposed by Bailey (1993) and revolved around the
core set of beliefs that an employee's discretionary effort needed three components: employees
had to have the necessary skills, they needed appropriate motivation, and employers had to offer
them the opportunity to participate. Appelbaum et al. (2000) proposed another set of HR
practices, referred to as high-performance work practices, to suggest that employees would
perform well in a job when (a) they possessed the knowledge and skills required to undertake
their jobs (i.e., abilities); (b) they were adequately interested and incentivized to work (i.e.,
motivation); and (c) they were provided support and given opportunities to develop themselves
in the workplace (i.e., opportunity). Thus, there is strong support around these three dimensions
to target employee abilities and social dimensions and to eventually target performance
outcomes. Given this support and relevance to performance outcomes, | have addressed the
operationalization of performance management practices utilizing the AMO framework.

The ability dimension is also synonymous with the KSA acronym (i.e., knowledge, skills,

and abilities; Fu et al., 2013). Ability-enhancing practices aim to improve these three
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components (KSA) using methods involving skills enrichment and formal training that influence
employees’ ability to conduct their work successfully (Kroon et al., 2013; Raidén et al., 2006).

The motivation dimension deals with an employee’s desire to perform, which can be
enhanced by extrinsic or intrinsic motivation. Examples of motivation-enhancing practices are
compensation systems, incentives, performance management practices, internal promotion, and
job stability, which ultimately influence employees’ attitudes (Appelbaum et al., 2000; Jiang et
al., 2012b).

The final element of the AMO model deals with the opportunity dimension. This
dimension incorporates practices that aid with an individual’s career and incorporates elements
of career pathing in the context of their current and future roles. Practices that aid in such areas
can be determined based on job design theories (Hackman & Oldham, 1980; Kroon et al., 2013)
or empowerment literature (Gerhart, 2005; Kroon et al., 2013). These practices consist of a
collection of empowerment-enhancing practices such as job design and managerial involvement
that influence their behaviors (Bartel, 2004; Harney & Jordan, 2008; Purcell et al., 2003).

A collection of performance practices that incorporate the enablement of these AMO
dimensions can be delivered as a “bundle.” I refer to such a bundle, which enriches employees
with AMO elements, as a skill-based performance management practice or SBPM.

2.4.1.2 Ingredients of SBPM. I posit a bundle of four practices within SBPM that map to
the AMO framework. The first practice in the bundle maps to abilities and consists of training
around specific skills and knowledge that also adapts to the changes and requirements of roles. A
prioritization of skills and abilities enrichment as posited in this practice is in line with what
companies such as Deloitte are doing — they are utilizing data analysis to identify the skills

required for specific jobs and then suggesting to individual employees, given their experience
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and interests, the training that makes sense for them for job success, advancement, and future
opportunities (Cappelli & Tavis, 2018).

The second practice in the SBPM bundle maps to the motivation element of the AMO
framework and consists of assessment, not in the traditional model of appraising an employee,
but more around the format of assessing performance around their skills, behaviors, and
knowledge applications for their respective roles. Incentives and raises are also delivered as a
part of these performance assessments. According to Cappelli and Tavis (2018), assessments are
critical to making the most of learning and development activities. If assessments that provide a
feedback loop for employees on the gaps in their skills and behaviors are not executed, it is a bit
like “giving a student the key to a library and telling her to figure out what she must know and
then learn it” (Cappelli & Tavis, 2018, p. 52).

The third practice in the SBPM bundle corresponds to opportunities — the final element of
the AMO framework — and consists of efforts to enhance an employee’s ability to perform their
duties and responsibilities, portraying future career opportunities for employees (Blazovich,
2013). Rather than simply evaluate people against goals, new performance management models
need to help move people into roles where they can succeed (Sloan & Tsuchida, 2015). This
practice focuses on an individual’s continuing career enhancement and facilitates their personal
development over time (Lawrence et al., 2015) and thus enables an employee to career-path both
within and outside the company.

Finally, an augmentation of the AMO framework is a fourth practice in the SBPM
bundle. This practice consists of a formal manager-driven mentor program that incorporates
consistent and active coaching for the employee. Companies need to focus on redesigning their

performance management process with an emphasis on regular feedback, coaching, and
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development (Sigala, 2019) and focus more on helping managers coach people to succeed (Sloan
& Tsuchida, 2015). Kinicki et al. (2013), in their study on the performance management
behavior questionnaire, defined the “whole” bundle of performance management as consisting of
leadership behaviors that included coaching. In addition, they advocated for a separate measure
of a performance management construct that incorporated elements of coaching managers. The
study theorized that capturing elements of coaching may, in fact, account for variance in
outcomes above and beyond other aspects of leadership.

2.4.1.3 Benefits of SBPM Practices. There is support in the literature for many of the
practices that comprise the AMO framework (Boselie, 2010; Boxall et al., 2016; Jiang et al.,
2012; Paauwe, 2009; Purcell, 2003), and given the correspondence of SBPM to the three
dimensions of AMO, we can conclude that there is indirect support for SBPM. Other papers
theorize the positive association of a bundle of practices enhancing abilities, motivation, and
opportunities with firms’ outcomes, such as higher productivity (MacDuffie, 1995) and financial
performance (Huselid, 1995; Jiang et al., 2012). Overall, there is significant research evidence on
the impact of the individual elements of SBPM, although there is minimal research on the impact
of a bundle on employees’ performance (Buchan, 2004; Gooderham et al., 2008; Huselid, 1995;
Jiang et al., 2012; Macduffie, 1995).

The next sub-sections outline the nature of the impact of each of the elements of the
bundle on performance outcomes. There is also a note of caution in the literature that research
that focuses on the impact of individual HR practices on performance may produce misleading
results when viewed as a bundle, with a single practice capturing the effect of the entire HR
system (Ichniowski et al., 1993). As such, the mechanics of the impact of a bundle such as

SBPM on performance outcomes is still relatively uncharacterized.
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2.4.1.3.1 Impact of Skills within a Bundle of HRM Practices. Some facets of the bundle
characterized as SBPM have received more research attention than others. In particular, the area
of employee skills enrichment has received the most significant research attention both in terms
of the modalities and the performance implications of the same (Johnson & Ray, 1993; Knouse,
1995; Lawler & Ledford, 1987; Murray & Gerhart, 1998; Shareef, 1994; Shenberger, 1995).
Shenberger (1995) made the case for skills-based performance management under the premise
that the nature of work has changed over time. The author argued that people needed to
continuously evolve their skills to perform a wide variety of tasks, learn new tasks, respond to
change, collaborate effectively with colleagues, and demonstrate autonomy and empowerment.
As such, the author advocated for a system that empowered employees with a broad set of skills
and capabilities that enriched their work experience.

Skill-based performance management and compensation are two means of ensuring a
multi-skilled, flexible workforce for continuous organizational improvement efforts (Knouse,
1995) that motivate employees to learn needed organizational skills (Shareef, 1994). A skill-
based pay study conducted at the McDonnell Douglas Helicopter Company showed significant
organizational productivity gains (Johnson & Ray, 1993). Similarly, using time series data to
study productivity and labor cost outcomes over 37 months, Murray and Gerhart (1998) showed
a significant improvement in performance outcomes from skills enhancement.

Lawler and Ledford (1987) stated that organizations have recognized the need to have
multi-skilled individuals, especially in the context of manufacturing operations, and described
the manifold benefits that accrue to organizations from the same. Multi-skilled employees
increase workforce flexibility (Bunning, 1989). Employees can rotate into other jobs and fill in

for absent employees (Recardo & Pricone, 1996). The advantage of multi-skilling is that
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employees gain a broader perspective, which enables them to solve multi-disciplinary problems,
which then enables the organization to become more agile and flexible, which is a crucial trait
needed in a dynamic world. Finally, skills enrichment leads to employees having the knowledge
and skills to self-manage, which leads to greater autonomy and employee delight (Lawler &
Ledford, 1987). Together, these studies provide strong support for the positive impact of skills
enrichment on organizational performance.

2.4.1.3.2 Impact of Managerial Coaching within a Bundle of HRM Practices. Outside
of skills and performance management, the other elements of skills-based performance
management, namely managerial coaching and career pathing, have received limited attention in
the literature. As early as 1989, Evered and Selman suggested that managers focused on
coaching would have the best performance results (Evered & Selman, 1989). Several researchers
have found a link between managerial coaching and improved employee performance, leading to
better organizational performance (Hagen, 2010; Har, 2008; Liu & Batt, 2010; Park et al., 2008).
Managerial coaching as a means of improving organizational performance through the
facilitation of employee upskilling has limited empirical evidence of its impact on the workplace
overall, and several researchers have called for more research in the area (Hagen, 2012). Evered
and Selman (1989) suggested that managers who also focus on employee upskilling would see
better results from their employees. Studies within the UK have suggested that managers in
workplaces have focused their attention on coaching and have placed coaching in the top 25% of
learning interventions that take place in organizations (Kranz, 2008).

2.4.1.3.3 Impact of Career Pathing within a Bundle of HRM Practices. There are
limited studies on the impact of career pathing on employee and organizational performance.

One of the earliest papers that discussed career pathing was by Edgar Schein (1990). He
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suggested that organizations needed better processes to match skills and people over time so that
individuals could better manage their career paths and career development. Armstrong and Baron
(2005) mentioned how organizations benefited from career pathing when implemented as part of
a performance management process. An important purpose of a performance management
system is to provide developmental feedback to employees for both immediate short-term use
and long-term career planning (Krauss & Synder, 2009). A career path and a long-term
developmental plan are critical for an employee to remain motivated in their role and committed
to the organization (Arnold, 2002). Outside of these anecdotal perspectives, academic studies
appear really limited, suggesting that determining the impact of career pathing on performance
outcomes is a fertile arena for future study, especially with any empirical basis.

2.4.1.3.4 Impact of Career Management within a Bundle of HRM Practices. While
there is minimal research on the notion of career pathing, there is prior research in the arena of
performance management that incorporates employee career management and satisfaction.
Career satisfaction has been defined in the literature as an attitude where an employee’s needs
throughout a long-term career match the actual outcome experienced during employment
(Blazovich, 2013). Career satisfaction has also been defined as an internal state conveyed
through emotions and cognitive means of evaluating an employment period with some level of
likes or dislikes (Babalola & Bruning, 2015; Hee et al., 2016).

Over the last 25 years, focusing on individuals’ continuing career enhancement and
satisfaction and facilitating their personal development over time has been a major initiative of
concern (Lawrence et al., 2015). Riska et al. (2015) found that career satisfaction was enhanced
when workers were satisfied with the company's performance management system. Performance

management is positively related to career satisfaction in the long run (Blazovich, 2013) and
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conversely negatively related to turnover rate (Clarke, 2015). Human resource management
practices that helped employees improve their skills and competencies were also perceived as
crucial factors that influenced career satisfaction in a study of banks in Malaysia (Hee et al.,
2016). In summary, a distinct positive relationship exists between performance management
practices and career satisfaction. Extending that dependence further, career satisfaction has been
hypothesized to have a mediating influence on the relationship between HRM practices and
organization performance (Tu et al., 2016, as cited in Hee et al., 2016).

In summary, as outlined in this section, each of the facets comprising a skills-based
performance management system has been studied for their impact on the employees and the
organization—some like skills enrichment more than others, such as career pathing/management
or managerial coaching. Using the conceptual framework outlined earlier, | posit that the bundle
of these practices that | have christened as SBPM has an impact on performance outcomes. The

next sections outline the impact of SBPM on outcomes at different levels of the organization.

2.4.2 Processes

As discussed in previous sections, outcomes of performance management practices such
as SBPM at the individual level are the proximal outcomes, unlike at a team or organizational
level, which are distal outcomes. | have posited that the proximal variables of relevance here are
related to employee attitudes and behaviors and the employee’s perception of the organizational
climate. Determination of the nature of these variables follows similar conclusions that these will
be based on employee attitudes. To determine the nature of the variables associated with
employee attitudes and behaviors, | draw upon the notion that SBPM practices are based on the
AMO framework and constitute the input block of the IPO-based conceptual framework.

Accordingly, employee attitudes in response to these practices will be related to their perceived
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benefits of abilities, motivations, and opportunities endowed in them through the implementation
of SBPM-based inputs. Such a response related to employee attitudes follows the logic that
humans’ perceptions of efforts by the organization to support them become the driver of their
willingness to reciprocate with increased effort, which, in turn, results in higher performance
(Jiang et al., 2012). This logic forms a pivotal argument to explain the nature of the proximal
variables in the process block of the IPO framework. Based on this logic, the hypothesized
model that forms the basis of this study is outlined in Figure 2.2 below.

Figure 2.2

Hypothesized Model
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Note. The relationship between skill-seeking orientation, connectedness to organizational goals, career satisfaction,
and organizational climate for performance and team performance is not being tested in this study. The link between
SBPM and team and organizational performance is not being statistically tested in this study.

To summarize, the first set of proximal variables in this linkage, consistent with the
conjectures of many researchers, consists of a measurement of employee perceptions of their
abilities, motivations, and opportunities. These variables provide a means of empirical
measurement of employee perceptions after the delivery of SBPM. A positive impact on these
proximal employee attitudes as a result of SBPM thus entails the first set of research hypotheses

in this study. The nature of these proximal variables corresponds to each of the elements of the
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AMO framework, namely, abilities, motivation, and opportunity. As such, these proximal
variables constitute the process machinery of the IPO-based conceptual framework and influence
the relationship between SBPM-based inputs and eventual organizational outcomes.

2.4.2.1 Proximal Variable to Measure Employee Attitudes Around Abilities. Prior
research has shown that when HRM practices focus on increasing workforce skills, organizations
have seen a wide variety of performance improvements (Murray & Gerhart, 1998). | posit that
employee perceptions resulting from their skills enhancements are the first proximal variable
impacted by SBPM practices.

The premise for this assertion in this study arises from the notion that when employees
receive abilities and skills enrichment from SBPM, their perceptions associated with such
enrichments would be a proximal outcome of SBPM. A measure of employees’ perception of
their skills enrichment is thus one of the proximal outcomes of skill-based HRM practices and
performance outcomes. As discussed earlier, this notion draws support from Jiang et al. (2012),
which posits that employees’ perception of their skills enrichment will lead to commensurate
effort put into their jobs and corresponding performance outcomes. By prioritizing skill-based
attributes (knowledge, skills, and abilities) of individuals, organizations “hope to direct the
attention of their employees to developmental opportunities and to encourage skill-seeking
behavior” (Murray & Gerhart, 1998, p. 68). Employees’ perception of their skills enrichment is
characterized by the skill-seeking orientation in the organization, as summarized by Lee et al.
(1999), which suggests that skill-seeking behaviors are the desired outcomes of a skill-based

intervention.
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Thus, the first proximal variable measures an employee’s perception of their abilities and
desire to acquire new skills. The research hypothesis resulting from this assertion is that SBPM
will result in the proximal variable around skill-seeking orientation.

Hypothesis 1: The mean employee skill-seeking orientation will be higher post-implementation
of a bundle of SBPM compared to pre-intervention relative to the comparison group.

2.4.2.2 Proximal Variable to Measure Employee Attitudes Around Motivation. As
conceived in this study, SBPM practices that contribute to motivation enhancements span a range
of actions executed by managers. It includes periodic appraisals and compensation, discussions
around an employee’s training and development, and helping employees see the relevance of
their jobs and linking it to the larger mission and goals of the organization. Such motivational
activities driven by managers enable employees to see how their individual tasks connect to the
larger mission of the organization, which again reinforces the employee’s motivation (Paarlberg
et al., 2008). Hackman and Oldman (1976) also made a point that when an individual was able to
connect their work to the mission of the organization, the meaningfulness of that work was
usually enhanced.

In a similar vein, other studies suggest that managerial actions that involve SBPM help
employees see how their jobs and the tasks they perform are meaningful in a larger company or
organizational context and result in an employee connecting better with their organization and its
goals and values (Ichniowski et al., 1997; MacDuffie, 1995). Afsar and Badir (2017) add support
by suggesting that employees with a high level of motivation resulting from the support and
fairness shown to them by their managers and their organizations then reciprocated by paying
back in the form of positive work behaviors. These perspectives imply that the SBPM

interventions associated with motivation result in an employee’s ability to connect with the
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organization and what it is doing, which | characterize as a measure of organizational
connectedness.

Organizational connectedness, which is a subset of organizational identification, is
defined as “the perception of belongingness to, or oneness with an organization, where the
employee defines himself in terms of the organization in which he or she is a member” (Mael &
Ashforth, 1992, p. 104). The importance of employee connectedness to the organization and its
impact on organizational outcomes has also been theorized in numerous studies (Riketta, 2005).
Connectedness to the organization provides employee-organizational cohesion, is a crucial
catalyst for achieving the organization’s objectives (Arthur & Rousseau, 1996; Ashforth & Mael,
1989; Epitropaki, 2013), and delivers benefits for organizations and employees (Sharma, 2021).
As such, | posit that SBPM practices that enhance employee motivation will lead to proximal
attitudes around an employee’s connectedness to the organization and its goals, which have been
shown to be relevant to organizational outcomes.

Employees’ perception of motivation-enhancing activities is characterized by the
connectedness they feel towards their respective organizations, which implies that
connectedness-maximizing behaviors are a proximal outcome of motivation-enhancing
performance management practices. As such, the second proximal variable measures an
employee’s perception of their connectedness to their organization’s goals.

Hypothesis 2: The mean employee connectedness to goals will be higher post-implementation of
a bundle of SBPM compared to pre-intervention relative to the comparison group.

2.4.2.3 Proximal Variable to Measure Employee Attitudes Around Opportunity. As

conceived in this study, SBPM practices that contribute to enhanced employee opportunities

include practices and programs that aid with an individual’s career and incorporate elements of
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career pathing in the context of their current and future roles. Such programs and practices, given
that they enable managers and companies to endow employees with career-related opportunities,
can be considered to belong in the paradigm of organizational support for career development or
OSCD - this paradigm refers to the programs offered by organizations to support and enhance
their employees’ career success (Ng et al., 2005; Orpen, 1994).

Numerous studies suggest that programs such as SBPM that prioritize employee career
development opportunities result in employees’ career satisfaction. OSCD-based programs, in
general, lead to career satisfaction of employees by enhancing employees’ participation in career
management behaviors (Barnett & Bradley, 2007). As outlined in the previous paragraph, SBPM
interventions exemplify OSCD-based programs and thus should lead to career satisfaction. Other
studies have shown that practices, such as SBPM, that enhance employees’ ability to perform
their duties and envision future career paths positively influence career satisfaction (e.g.,
Blazovich, 2013; Hee et al., 2016; Riska et al., 2015). By prioritizing career development
behavior and career management of individuals, organizations can drive greater employee
perceptions around career satisfaction and, eventually, organizational performance (Babalola,
2015).

In summary, there is significant support in the literature across multiple studies that have
demonstrated a distinct positive relationship between practices, such as SBPM, that emphasize
manager-driven career coaching, development, and career pathing and an employee’s career
satisfaction. Based on this evidence, | posit that employee perception around their satisfaction
with their career is the next proximal variable to characterize in the conceptual framework and
the linkage between performance management practices and performance outcomes. This

assertion drives the next hypothesis.
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Hypothesis 3: The mean employee career satisfaction will be higher post-implementation of a
bundle of SBPM compared to pre-intervention relative to the comparison group.

2.4.2.4 Proximal Variable to Measure Employee Attitudes Around Perceptions of
Organizational Climate. Several researchers have suggested that a key intervening process that
determines distal outcomes of SBPM is influenced by an employee’s perception of the
organization (e.g., Bowen & Ostroff, 2004; Nishii & Wright, 2007). | posit that such perceptions
will manifest in the form of a climate variable that can be measured and will thus serve as the
final proximal variable to explain this relationship between SBPM and outcomes. The notion of
climate has been characterized in the literature as an intervening variable between the context of
an organization and the behavior of its members, thereby helping to understand how employees
experience their organizations (Patterson et al., 2005). The climate of an organization could thus
be thought of as the “sum of the perceptions of individuals working in that organization” (Sims
& Lafollette, 1975, p. 22).

The motivation to include the notion of climate in this study is that prior researchers have
suggested that it is associated with various outcomes at the individual, group, and organizational
levels (Patterson et al., 2005). Such climate perceptions could be an organization-wide construct
leading to organizational-level outcomes. For example, perceptions of a motivating and
involving organizational climate have been shown to be positively related to supervisory ratings
of performance (Brown & Leigh, 1996). Alternatively, domain-specific climate perceptions have
also been linked with several work outcomes. For example, climate perceptions associated with
safety have been linked with safety behaviors (Hofmann & Stetzer, 1996) and safety compliance
in the health sector (Murphy et al., 1996). Similarly, climate perceptions associated with

innovation have been linked to innovative behavior in health care (West & Anderson, 1996).
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To better characterize the nature of this proximal variable in the context of this study, I
draw upon the definition of organizational climate as the representation of employees’ shared
perceptions of organizational events, practices, and procedures (Schneider & Reichers, 1983). It
is also summarized by Schneider (2000) as representing employee perceptions of specific things
that happen to employees in an organization. Based on these definitions, rather than perceiving
climate as a general multidimensional measure that spans multiple organizational mores and
practices, | have embraced a facet-specific climate approach where climate has a focus and is
tied to something of interest, as Schneider (2000) argued. In other words, the nature of the
climate variable depends upon the purpose of the study (e.g., Schneider, 1975) or the specific
organizational practice or phenomenon being studied. For example, organizational climate could
be studied in the context of creativity, innovation, safety, or service and will be represented by
employees’ perceptions of organizational policies, practices, and procedures and subsequent
patterns of interactions and behaviors in relation to supporting creativity, innovation, safety, or
service in the organization.

Applying this framework of specific facet-driven organizational climate in the context of
this study will thus involve characterizing a climate that represents employee perceptions and
attitudes as a result of SBPM, which is a specialized type of performance management process.
Of note, SBPM delivers abilities, motivation, and opportunities to employees in the context of a
performance management process, which is ultimately intended to drive key outcomes around
individual, team, and, ultimately, organizational performance. With that as context, | propose
that the climate variable should capture employee perceptions that emerge from them being

recipients of a set of practices that target performance at different levels, and as such, | would
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call it the “climate for performance.” This proximal variable is also the final intervening process
in better explaining the relationship between SBPM and performance outcomes.

To further characterize this climate for performance, | draw upon the notion that SBPM
practices are intended to target performance outcomes at multiple levels of the company
explicitly. By fostering a climate for performance, the skills of individual employees are
amplified through the influence of these HRM work practices that can lead to performance
benefits realizable at the organizational level (Rondeau, 2018). DeNisi and Smith (2014)
proposed a model where HR practice bundles triggered a climate for performance and eventually
improved firm-level performance. In summary, the climate variable provides a measure of the
organizational climate that has been created. Given that SBPM practices are geared towards
processes and systems that target performance in the context of this study, this variable is
referred to as the climate for performance. This variable is distinct, and | posit that it will have an
intervening influence on performance.

In summary, | posit that employee perception of organizational climate is the final
proximal variable to characterize in the conceptual framework and, hence, in the linkage between
performance management practices and performance outcomes. This assertion drives the next
hypothesis.

Hypothesis 4. The mean employee perceptions of organizational climate for performance will be
higher post-implementation of a bundle of SBPM compared to pre-intervention relative to the
comparison group.

The next section will amplify the approach to characterize the study's variables and

describe the survey instruments and the methodology utilized in the study.
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CHAPTER 3
METHODOLOGY
3.1 Overview
In this chapter, | present the methodology used to conduct the study. This chapter
includes a description of the research design, an overview of the population and sample, and a
review of the design of the survey and measures used for the same. The adapted scales, as well as
the published scales used to measure the proximal variables in the study — skill-seeking
orientation, career satisfaction, connectedness to goal, and organizational climate for
performance, are described in detail. Techniques used to gather data and the method utilized for
data analysis are also discussed.
3.2 Research Design
This study looks to characterize the impact of skill-based performance management
(SBPM) on organizational performance as well as proximal variables around employee attitudes
and the organizational climate for performance. In Chapter 2, utilizing the IPO framework, |
hypothesized that SBPM (inputs) would impact proximal variables associated with employee
attitudes and the climate for performance. | also hypothesized that these employee attitudes
included employees’ skill-seeking orientation, connectedness to organizational goals, and career
satisfaction. In the rest of this section, | describe the research study setting to test these
hypotheses and provide additional details on the SBPM interventions applied in the field. I also
provide the longitudinal measurement events and the actual measurement data collected to assess
the impact of these interventions and, finally, summarize the experimental design to execute this

study.
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3.2.1 Research Study Setting

For this study, a quasi-experiment in a field setting with nonequivalent groups was
conducted to investigate the effects of a skill-based performance management program on
employee attitudes and team performance. The company provides managed services across 60
communities in 32 states across the United States. The company employs over 1,000 employees
who are the participants in this research study.

The employees work in teams all over the United States and report to a group of
centralized managers. Each site is essentially a team managed by a team lead who reports to a
centralized corporate department. The company has a relatively flat organizational structure and
comprises primarily millennials (about 46%).

The company’s purpose statement indicates a commitment to motivate employees, with a
mission statement emphasizing providing fulfilling career practices. The company’s operating
manual stresses the importance of proper training, support, and coaching and emphasizes that
effort put in by a supervisor will help to build the path towards the success of the individual, the
team, and the company.

A few years ago, the company began to experience weakening financial and operational
performance. General feedback revealed poor employee engagement, morale, attitudes, and
perceived skill gaps across the organization. Given the importance placed on employees,
management chose to double down on enhanced HR practices as a mechanism to reverse these
declines. In particular, the company decided to implement interventions consisting of SBPM

practices to impact performance, upskilling, and employee attitudes and perceptions.
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3.2.2 SBPM Intervention

The SBPM intervention in the field consisted of a bundle of HR practices, including
skills assessment, training, performance assessment, compensation incentives, and career pathing.
All of these were conducted by managers and thus involved managerial coaching and mentoring.
Figure 3.1 below illustrates the specific process associated with the intervention. The
intervention was utilized by managers and HR professionals and consisted of three macro steps.
Figure 3.1

SBPM Intervention Implementation Process

Feedback
Y |
Manager completes and HR approval of Manager submit
submits assessment assessments mentor info
1.  Identify skills s+ Check for 4. Discuss career
required for specific completion aspirations
roles L and 5. Setup L&D plans
2. Assess performance thoroughness » to meet skill gaps
around skills, +  Check for and to achieve
behaviors and adequate career goals
knowledge comments and 6. Setup periodic
3. Determine skill gaps examples check-ins on L&D
progression

The first step consisted of managers completing and submitting their assessments. During this
step, the manager completed three types of interventions:
a) ldentification of skills required for specific roles: The manager updated the skills required
for the employee’s role. While the learning and development (L&D) team created the role
definition and skills required for a role, the manager had the authority to tweak the

description and the skills required. Manager authority to tweak the skills required was
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permitted so that the role and the skills could be adapted to the specific needs of the team
and the local circumstances.

Assessment of performance around skills, behaviors, and knowledge: In this step, the
manager carried out the formal aspects of performance assessment. Besides assessing the
employee’s performance, the manager compared the specific skills, behavior, and
knowledge required for the role and evaluated the employee’s competencies. As such, the
evaluation was wholesome. It was beyond a performance appraisal and outlined the
employee’s performance around the dimensions of skills, behaviors, and knowledge.
Determination of skill gaps: As the final step, the manager outlined the specific areas to
improve performance as well as critical gaps the employee had around skills. This outline
formed the basis for a later step in the process around employee development.

The next step involved the HR department of the company. The manager's HR partner

assessed the exercise's fidelity to sign off on the first set of outputs from the performance
assessment. Here, the fidelity check established the completeness and thoroughness of the
manager’s assessment of the employee. In addition, the manager developed skill and behavior

enhancement plans for the employee, which were shared with the employee in the next phase.

In the final step, the manager worked with the employee on interventions associated with

a developmental plan that was derived from the assessment in the first step. The interventions

involved in this step were as follows:

Discussion of career aspirations: Here, the manager discussed with the employee their
career aspirations for two, five, and ten years. Working with HR, the manager developed

a list of skills that would help them be successful in meeting these career aspirations.
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b) Setting up learning and development plans to meet skill gaps and achieve career goals: In
this step, the manager set up L&D plans to help the employee close the skills gaps in their
current role. These were in the form of behavioral improvement content, certifications to
be pursued to augment their knowledge, classes to attend online, etc.

c) Setting up periodic check-ins on L&D progression: In the final step, the manager set up
periodic (typically quarterly) check-ins with the employee to discuss the progression the
employee had made around their learning and developmental goals. These also often took
the form of light touch, off-cycle performance assessment discussions and would help
reinforce the direction around skills, behavior, and knowledge augmentation for the
employee.

Each of the steps of the process consisted of a series of Excel workbooks that were all
integrated and part of a workflow and had due dates associated with each item. Summary
dashboards provided executives and the HR team visibility to each step’s completion status.

Screenshots to illustrate further are provided in the figures in Appendix A.

3.2.3 Longitudinal Measurement Events

The intervention and the longitudinal measurement events associated with assessing the
impact began in January 2020. Prior to the start of this study, the intended timeline was different
as the arrival and the adverse impact of the pandemic was unforeseen. The pandemic altered the
deployment, and as such, the actual timeline associated with the interventions and longitudinal

measurements is illustrated in Figure 3.2.



Figure 3.2

Timeline of Interventions and Longitudinal Measurements
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As shown, the process for implementation began in January 2020. It was kicked off with

surveys that captured employee sentiments in advance of the implementation of SBPM practices.

Right at the outset, the plan for the company was to implement this process in phases, with the

first phase that included only the general manager, assistant manager, and sales manager roles

from each team. The reason for prioritizing this group was that the assessments and associated

skill training were complete just for these roles at the time of the planned rollout date of January

2020. The implementation for the other roles was intended to begin 6 to 8 months later,
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sometime in the second half of 2020. The survey was administered to all employees. Employees
within a team not intended to receive the SBPM interventions effectively served as the control
group. In addition to surveys that captured employee sentiments, manager behavioral surveys
that captured manager effectiveness were also administered.

The next step occurred immediately following the surveys in February 2020 with the
administration of the first phase of SBPM-related intervention to the three roles outlined earlier.
The others were targeted to receive these interventions later in 2020. As described earlier, those
who received SBPM underwent all the steps involving their managers and HR personnel.

Immediately following the implementation of the first tranche of interventions, the
COVID-19 pandemic hit, and operations at the company were adversely affected. Operations
were initially only disrupted and then came to a grinding halt for a brief period of time. This
became a time of great uncertainty for employees as the pandemic drastically changed how they
worked and interfaced, given the travel bans, remote work, and social distancing norms. Many
began to feel disconnected from their colleagues, their workplace, and the company at large.
That had obvious implications on how employees perceived the stability of their jobs and longer-
term careers at the company. Ensuring the availability of sanitizing tools and protection gear to
keep residents and employees safe became the priority. With the backdrop of employee and
family safety, an emphasis on skills and performance took a backseat. Helping and supporting
employees as they navigated more challenging family circumstances, work-from-home, and
personal health concerns amidst the general concern around economic stability became the
priority. As such, the traditional mores associated with SBPM practices were dropped in favor of

over-indexing on employee empathy and support. The notable absence of a formal SBPM
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follow-up in 2021 or even an expansion of SBPM to the members of the control group was
reflective of these challenges.

Notwithstanding the lack of progress associated with delivering the intervention to the
rest of the team, | was able to administer surveys to employees who were the beneficiaries of
SBPM-related interventions in the 4" quarter of 2020. In addition, the broader employee base
was surveyed to get qualitative sentiments regarding the individual’s personal well-being and the
impact they were feeling from the pandemic. This qualitative study provided some valuable

takeaways but is not within the scope of this study.

3.2.4 Individual Assessment Data Collection

The surveys outlined in the previous subsections generated the individual assessment
data. The timelines associated with each data collection are illustrated in Figure 3.3.
Figure 3.3

Timeline of Collection of Data from Individual Assessments
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Individual assessment data was collected from the pre-intervention surveys in January
2020. As discussed previously, these surveys provided the baseline for employee sentiments
before implementing the SBPM intervention. Subsequently, two discrete points associated with
post-intervention individual assessment data were generated from the two sets of surveys
described previously, which were administered in November 2020 and May 2022. These two

surveys provided the outputs associated with the SBPM-related intervention inputs.

3.2.5 Summary of Experimental Design

As discussed earlier, the company witnessed a decline in operational performance as well
as weakening employee engagement and general perceptions of skill gaps across the
organization. Consistent with the company’s mission statement to prioritize employee
development, management embarked on implementing SBPM interventions to stem these
declines. The company’s goals from these interventions were to improve team performance and
general perceptions of improved employee morale. However, given the long temporal arc
associated with the impact of such interventions, the company did not have specific, quantifiable
goals around team performances or employee sentiments associated with them. Instead, it
broadly believed that such interventions ought to be minimal table stakes consistent with best
practices in the industry. As such, this study and the experimental design for the same were
intended to establish the nature of a tangible, quantifiable impact, if any, of these interventions
on both individual and team performance outcomes. In order to assess whether these skill-based
performance management interventions had an impact on the organization, | conducted a quasi-
experiment in a field setting.

A field study was chosen as the research approach as this study was motivated by a real

issue at a company, and such a design would maximize contextual realism (McGrath, 1982). The
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actions taken by the organization provided an excellent crucible to research the relationship
between the variables of interest, namely the bundle of practice for a comprehensive SBPM
system and its impact on team performance. A field experiment enabled employee attitudes and
behaviors to be measured in a real organization, but the research design required judgment calls
based on the requirements of the organization (McGrath et al., 1982). Prior studies (e.g., Asare,
2018) have successfully used a similar field study technique to research performance
management practices and employee attitudes and behaviors in an organizational context.

The principal advantage of this study was that it followed the general protocol for a
longitudinal evaluation review of program implementation, employing pre-implementation and
post-implementation measures of employee attitudes using a survey. As such, the methods
employed to address this research question were all quantitative in nature.

The principal limitation of this study is generalizability. The conclusions drawn from
multiple observation periods for this company might not be applicable to other industries and the
general population. Industry structure, worker sentiments, or the forces that influence the
competitive landscape might all have a bearing on the outcome of this study.

More details on the survey measures are provided in the next section. Before the survey
was administered, institutional review board (IRB) approval was obtained from the University of
Dallas. The IRB approval is listed in Appendix B.

3.3 Sample

3.3.1 Sample Characteristics
To assess the impact of SBPM interventions and to test the hypotheses of this study, a
quasi-field experiment with nonequivalent groups was conducted at the company. The

population of interest for this study was a mix of knowledge workers in individual contributor
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roles and managers of a location in consumer services industries. Skill enrichment is significant
for individual knowledge workers in the services sector as it is the critical enabler of career
development and progress (Boxall, 2003).

The accessible sample, also called the sample frame, for this study were the employees of
the company who were non-managerial, knowledge workers. As such, it included individual
contributors who worked in each of the properties and managed the facilities. The sample for this
study consisted of the employees within the company who were the initial recipients of the
SBPM intervention and a second group of employees who served as a control group as their
SBPM interventions were delayed. These employees worked in teams all over the United States
and reported to a group of centralized managers. The team consisted of three types of individuals
(a) those who either managed others; (b) operational roles in individual contributor capacity such
as assistant manager and the sales manager (these manage functions but do not manage people);
or (c) those who served in functional support roles, again in an individual contributor capacity,
such as sales, accounting, maintenance, and customer service. Of note, although two operational
roles had “manager” in their titles, they were non-managerial, given that they managed functions
and not people. All these employees had exempt status, implying that they were salaried
employees and, as such, were exempt from regulations governing minimum wage or overtime
pay. Three manager roles were prioritized to serve as the first cohort for the delivery of SBPM
interventions. The reason for prioritizing this group was that the assessments and associated skill
training were complete only for these roles at the time of the planned rollout date of January
2020. The plan was to deliver SBPM interventions to the other roles within 3 to 6 months of the
first cohort. However, due to the onset of the COVID-19 pandemic, the delivery of such

interventions was delayed, and individuals in these roles inadvertently functioned as the control



93

group for this study.

The group that received the SBPM interventions is referred to as group 1, and the control
group is referred to as group 2 henceforth. As such, individuals in groups 1 and 2 represent a
convenience sample of employees. Prior literature states that the most typical convenience
sample found in organizational management journals involves a single organization with which
the researcher has some prior relationship (Landers & Behrend, 2015). The composition of
groups 1 and 2 is shown in Figure 3.4.
Figure 3.4

Group Members

Group 1- 180 Group 2 - 180
* General Manager * Accountant
» Assistant Manager » Maintenance Personnel
» Sales Manager » Customer Service Reps

To compare the groups, the age, gender, tenure, and demographics of each sample group
were determined. The demographic for the overall company consisted of 60% Caucasian, 18%
African American, 6% Asian, and 16% Hispanic. The employee base consisted of 60% female
workers.
3.3.2 Power Analysis

G*Power was used to calculate the sample size required to compare group 1 and group 2
with a 95% confidence level and a 5% margin of error. G*Power is a power analysis software
program for statistical tests frequently used in social, behavioral, and medical research (Faul et

al., 2007). G*Power uses the formula suggested by Cohen (1988) as the analysis method for
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calculating the sample size given effect size, a levels, and power values (a priori power analyses;
Erdfelder et al., 1996) as shown in Table 3.1.
Table 3.1

G*Power Test for MANOVA Repeated Measures

Noncentrality

Test Test Null Effect Size Other Parameter and
Family Hypothesis Parameters Degrees of
Freedom
MANOVA: Ftests CMA=0 Effect size foun Noncentrality
repeated Means depends on the test Levels of parameter and
measures matrix M statistics: Wilks’s between degrees of
between Between U, Hotelling T1, factor freedom depend
effects contrast Hotelling T2, K on the test
matrix C  Pillai’s V, Muller Levels of statistic and
Within & Peterson (1984), repeated  algorithm used
contrast O’Brien & Shieh measures
matrix A (1999) factor m

Note. Adapted from “G*Power 3: A flexible statistical power analysis program for the social,
behavioral, and biomedical sciences,” by F. Faul, E. Erdfelder, A. Land & A. Buchner,
2007, Behavior Research Methods, 39(2), 184.

A-priori power analysis for a MANOVA for repeated measures between factors test was
conducted for the acceptable alpha (Type I error) and beta (Type |1 error) levels and the size of
the effect that | would like to detect. | chose alpha to be 0.05 and beta to be 0.2. The power level
would be 0.8 (1- B), which is the probability of accurately rejecting a false null hypothesis (Field,
2013). The size of the effect that | expected to find based on previous studies that reported effect
sizes for a similar population is 0.25, which represents a large effect as it is above the threshold
effect size value of over 0.14 for MANOVA (Cohen, 1992).

Based on the input parameters, G*Power provided results that 66 respondents would be

the minimum sample size necessary to achieve the desired power to conduct a MANOVA test to

compare groups 1 and 2 on pre- and post-measures. The results from G*Power implied that with
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66 participants, there was an 80% chance of correctly rejecting the null hypothesis when the null
hypothesis was false. The input parameters to conduct the analysis are shown in Table 3.2.

Hence, the response rate for my study needed to be at least 18% for each group (33 respondents).
Table 3.2

G*Power Analysis Parameters for MANOVA

Input and Output Parameters Value
Effect size (input) 0.25
Alpha error probability (input) 0.05
Power (input) 0.8
Number of groups (input) 2
Number of measurements
(input) 2
Correlation among rep
measures (input) 0
Non-centrality parameter
(output) 8.25
Critical F (output) 3.99
Numerator df (output) 1
Denominator df (output) 64
Total sample size (output) 66
Actual power (output) 0.8

Note. Test Family is F test, and the type of
power analysis is a-priori compute required
sample size given alpha, power & effect size.
3.4 Measures

The employee attitudinal data and managerial behaviors data were collected through a
survey sent to the participants via an online survey platform. The survey consisted of 18 items
composed of 5-point Likert-type agreement scales. The survey consisted of four categories of

measures representing employee attitudes - skill-seeking orientation, connectedness to

organizational goals, career satisfaction, and organizational climate for performance. The
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determination of the items for the survey instrument was driven by a delicate tradeoff between
what the company wanted, driven by efficacy and sensitivity, versus what | wanted to examine
based on sound theoretical underpinnings. The company wanted to ask questions that would not
be deemed too sensitive in terms of employees potentially wondering why they did not have
these practices and, as such, feeling disgruntled even more than before. The company also
wanted to keep the survey instrument short. Both issues proved challenging initially, but |
ultimately struck a good middle ground around what would be acceptable for the company and
satisfy theoretically driven research requirements. Eventually, the choice of the items in the
survey was based on a compromise between what | wanted to research and what the company
was willing to ask. Some items for the survey were adapted from published and validated
instruments in the fields of industrial psychology and management. More details on the survey
items are provided in the sections below.
3.4.1 Skill-Seeking Orientation

In conjunction with the learning and development team, | created a custom scale to
measure skill-seeking orientation in line with the broad objectives of the study and the values of
the corporation. A similar scale from published literature is the general training climate scale
(GTCS; Tracey, 1998; Tracey et al., 1995, 2001), which links perceptions about the work
environment to skill learning opportunities available at a company. SBPM endows employees
with skills and abilities; hence, it engenders similar attitudes and perceptions about the work
environment as characterized by the general training climate scale. The scale for training climate
proposed by Tracey and Tews (2005) consists of three dimensions, which are managerial
support, job support, and organizational support. The organizational support dimension captures

three types of phenomena in an organization. First, the scale captures employee perceptions of
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organizational support for helping employees acquire new knowledge and skills from formal and
informal training and development activities. Second, the scale captures whether an
organization’s performance evaluation procedures motivate employees to acquire knowledge.
Finally, it also characterizes employee perceptions of reward systems and incentives to acquire
and apply learned skills. Cronbach’s alpha was shown to be .87 for the organizational support
dimension of this scale (Tracey & Tews, 2005).

The custom scale that was optimal for the company’s needs in this study was different
from the organizational support dimension of the scale proposed by Tracey and Tews (2005), as
this study attempts to characterize employee awareness, motivation, and excitement for
knowledge and skills acquisition but not incorporate any of the monetary rewards or incentive
systems associated with it. As such, the company’s custom scale did not refer to rewards and
incentives for acquiring or using newly acquired knowledge and skills.

The custom scale to measure employee attitudes towards skill-seeking attitudes for my
study consists of three questions. The questions were “I am aware of what training I need in
order to improve my skills,” “I am motivated to seek training to improve my skills,” and “T am
excited about the training opportunities available.” Each item was scored on a 5-point Likert-
type scale ranging from “strongly disagree” to “strongly agree.” Both the Tracey and Tews

(2005) scale and the custom scale for my study are shown in Appendix C.

3.4.2 Connectedness to Organizational Goals

In conjunction with the learning and development team, | created a custom scale to
measure the connectedness to the goals of the company in line with the broad objectives and
values of the corporation. A similar scale from published literature was created by Taormina

(1997) to measure employees’ “understanding of goals and objectives,” which included a
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measurement of whether employees gained a complete understanding not only of their jobs and
roles but also of the organization, including its culture, structure, and people, and is shown in
Appendix D. Taormina (1997) developed a 7-point Likert type scale (ranging from strongly
disagree to strongly agree). This scale has been shown to have high reliability, with a Cronbach
alpha value of over 0.76 for all subscales and .90 for the overall scale (Taormina, 2004). It has
been used in numerous studies (Duignan & Yoshida, 2006; Lee, 2013; Massie, 2013). Duignan
and Yoshida (2006) employed the understanding items of this scale for a study on employee
attitudes related to training, understanding of company goals and objectives, and career growth
in Japan.

The custom scale optimized for the company’s needs differed from Taormina (1997) in
the following ways. First, unlike in Taormina (1997), the questions in the custom scale were
personalized. Second, the custom scale assessed employees’ understanding of the bigger picture
elements of what the company stood for, namely its goals, mission, and vision. Third, rather than
assessing whether employees believed they understood how the organization operated or how
things got done, which was considered more tactical, the company chose to determine if
employees believed they could characterize the impact their contribution was having on the
operations of the organization. Next, given the importance the company placed on the role of
managers, the questions also looked to determine if employees believed that managers could help
employees contribute to the company’s performance and achieve its vision and objectives. The
items were scored on a 5-point Likert scale ranging from “strongly disagree to “strongly agree.”

As such, the scale to measure employee attitude towards connectedness to goals for my
study consists of four questions and is outlined in Appendix D. The questions were “I know the

goals, mission, and vision of the company,” “I see how my goals contribute to achieving the
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company’s goals and vision,” “I can approach the organization supervisors, managers, or leaders
for guidance in helping me contribute to the organization’s goals and vision” and “I receive
regular feedback and coaching from my manager that guides me to see how I can change my
actions to contribute to the company’s performance goals.” Each item was scored on a 5-point

Likert-type scale ranging from “strongly disagree” to “strongly agree.”

3.4.3 Career Satisfaction

| created a custom scale to measure career satisfaction, which was slightly modified from
a career satisfaction scale developed by Greenhaus et al. (1990). The 5-point Likert scale
developed by Greenhaus et al. (1990) has been applied in more than 240 prior studies (Hofmans
et al., 2008) and is considered the best measure available in the literature for career satisfaction
(Judge et al., 1995; Spurk et al., 2015). It measures career success in a one-dimensional way
(Arthur et al., 2005), and its coefficient alpha ranges from .83 to .89 (Aryee et al., 1994).

The Greenhaus et al. (1990) 5-item scale was used with one question removed for this
study. A question that pertained to income satisfaction was removed as the organization did not
want to indicate that this survey was linked to compensation changes. The scale is shown in
Appendix E. The employees were instructed to indicate to what extent they agreed or disagreed
with statements like “I am satisfied with the success I have achieved in my career” and “I am
satisfied with the progress | have made towards meeting my overall career goals.” The items
were scored on a 5-point Likert scale ranging from “strongly disagree” to “strongly agree.”
3.4.4 Organizational Climate for Performance

In conjunction with the learning and development team, | created a custom scale to
measure the organizational climate for performance in line with the broad objectives and values

of the corporation. To establish rigorous underpinnings for this custom scale, | sought to
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establish equivalence by comparing it with instruments that have been previously published in
the literature. In this regard, I first examined Litwin and Stringer’s (1968) Organizational
Climate Questionnaire (OCQ), which was one of the most popular scales to measure
organizational climate and used most frequently in business organizations (Toulson & Smith,
1994). However, subsequent researchers have deemed that the OCQ lacked validity and was not
a consistent measurement device (Patterson et al., 2005). In contrast, Patterson et al. (2005) have
developed an improved scale called the Organizational Climate Measure© (OCM) that has
gained strong academic support and has many dimensions corresponding to the custom scale |
developed for this study.

As background on OCM, it consists of 82 items divided into 17 scales, which are grouped
into four quadrants: human relations, internal process, open systems, and rational goal. Each of
the four quadrants has multiple dimensions. For example, the human relations quadrant consists
of six climate dimensions or scales corresponding to involvement, autonomy, welfare, training,
integration, and supervisory support. The items are scored on a 4-point Likert scale ranging from
“definitely false” to “definitely true.” The instrument has sound psychometric properties and
provides researchers with a robust means for assessing 17 dimensions of employee perceptions
of their work environments (Patterson et al., 2005). The Cronbach’s alpha values of the 17 scales
are at or above 0.73, except for the autonomy scale. The scale is shown in Appendix F.

The developers of the OCM scale (Patterson et al., 2005) recommend that researchers
utilize the questions relevant to their domain or facet of interest and use the instrument in a more
refined manner by selecting scales most applicable to the research questions being posed. As
such, to establish some validation and basis, | compared the items in the custom scale to the most

applicable research items in the OCM scale. More specifically, in the custom scale, | worked
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with management to create six questions mapped to supervisory support within the human
relations quadrant and the innovation and flexibility dimension within the open systems quadrant
in the OCM scale.

In the custom scale for this study, the employees were instructed to indicate to what
extent they agreed or disagreed with statements like ““The company values employees as a key
resource contributing to its well-being” and “The company places importance on helping
employees perform their jobs to the best of their abilities.” The items were scored on a 5-point
Likert scale ranging from “strongly disagree to “strongly agree.” The scale is shown in Appendix
F.

3.4.5 Managerial Behaviors

Managerial behaviors, which are the manipulation check for the study, were measured
using the Performance Management Behavior Questionnaire (PMBQ), a scale originally
suggested by Kinicki et al. (2013) to study performance management behaviors. The premise for
this scale is that managerial behavior in connection with employee performance management is a
theoretically distinct concept from other leadership behaviors and may account for variations in
employee performance outcomes beyond other leadership behaviors. Kinicki et al. (2013) further
stated that managerial behavior in connection with employee performance management is also
positively associated with employees’ job attitudes and other positive outcomes, such as
decreased turnover, increased employee engagement, organizational citizenship behavior, and
individual and unit performance.

The PMBQ scale is a validated and reliable instrument (Kinicki et al., 2013). It is
comprised of 27 items, which are scored on a 7-point Likert-type scale ranging from “rarely or

never” to “very frequently or always.” The PMBQ questionnaire consists of six dimensions,
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which include goal setting (5 items), communication (3 items), feedback (5 items), coaching (5
items), providing consequences (3 items), and monitoring performance expectations (5 items).
Prior studies have shown that the Cronbach alpha coefficient for the overall scale is between 0.70
and 0.82 (lvan, 2018; Keikavoosi-Arani & Salehi, 2021; Kinicki et al., 2013). This scale was

used in my study without any modification. It is shown in Appendix G.

3.4.6 Survey Design

The survey was designed in conjunction with the learning and development (L&D) team
of the company using the company account of the online survey tool SurveyMonkey. The
purpose of the design was to motivate the respondents and make them eager to participate
(Fanning, 2005). Per recommendations of Dillman (2000), to gain the respondent's trust and
create a feeling of connectedness, the survey began with an introductory note informing the
participants of the intended academic research purpose behind the survey and that their
participation was voluntary. The first page was an informed consent that required participants to
“agree” to participate in the survey. The participants were assured of the confidentiality of their
responses to the survey questions. The survey introduction is shown in Appendix H.

The L&D team of the company was closely involved in the design and implementation of
the survey, which imposed limitations on the survey construction. For example, | could not insert
demographic questions as the L&D team felt it would make the survey too long. The survey also
did not require employees to provide any personal information that could be traced directly back
to the employee (e.g., name, phone number, and email address) except the name of their
manager. The survey did not include any instructional manipulation checks as the company did
not want to add to the time employees might take to complete the survey. The survey started with

two questions on the company’s mission, vision, and goals. This structure for a survey was in
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line with recommendations by Peterson (2000), who suggested using a funneling procedure,
which entailed a logical progression from general to specific questions. The question order in the
survey was randomized after the two initial questions on mission and vision (Kline et al., 2000).
No counterbalancing techniques were used. | took extra care to ensure that the survey questions
related to career satisfaction were not placed together since they were worded relatively similarly
(Kline et al., 2000).

The survey template was personalized with the company logo and brand to ensure that
the employees understood that it was sponsored by the organization (Dillman, 2000). Company
sponsorship would reduce the nonresponse bias (Fanning, 2005). Nonresponse bias refers to the
impact on the survey results when the opinions of the people who complete the survey differ
significantly from those who do not (Phillips & Phillips, 2016). Nonresponse bias was addressed
in my study by ensuring that the company communicated its sponsorship and the importance of
this project for its long-term success adequately to all employees (Vicente & Reis, 2010). Topic
salience refers to the relevance of the survey to an individual and can impact the response rate
(Groves et al., 2000). A personal connection between the sponsor and respondents using
personalized communication has been shown to improve response rates (Edwards et al., 2002).
In line with the Edwards et al. (2002) recommendation, communication in team meetings and
repeated email communication on the project were used to convey the salience of the project to
the employees. Response rates grouped by manager were checked to ensure that the response
rate was not low for one or a subset of managers. The time taken to complete the survey was
checked to ensure that there were no outliers (Field, 2018). Nonresponse bias is important as the
number of people who do not respond and the characteristics of those who do not respond can

impact the accuracy of survey results (Phillips & Phillips, 2016).
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3.4.7 Assessment of the Instrument of this Study

To assess the comparability of my scales to established scales, | administered the two sets
of survey scales to a large, diverse, and heterogenous population — one survey comprised
questions that have been published in the literature that provided the theoretical basis for the
company’s survey questions and the second set comprised the set of survey questions that the
company had configured for its internal usage from these published surveys. The organization's
name was removed from the company survey questions to preserve anonymity. Then, by
comparing how this population responded to these two sets of surveys, | established the
magnitude of the correlation of the two sets of scales. A high correlation factor implied that the
company’s survey instrument might also be supported by the same theoretical underpinnings that
the published scales rest upon.

To administer both sets of surveys, | utilized a cloud-based platform called Qualtrics®. |
chose to use Qualtrics® for creating and distributing the survey because it was a versatile and
powerful online survey creation tool. Survey Monkey, the other standard for online surveying, is
what the company utilized for its surveying needs. The choice of a different platform helped me
create a partition between what the company would typically utilize and, as such, everyone in the
leadership team had access to versus what was needed for the scope of this dissertation.
Qualtrics® also had options to include graphics and create attention checks and bot check
questions to ensure that the responses were legitimate, and the data was high quality.

The participants in the survey were recruited via the online survey distribution platform
MTurk®. MTurk® is a website run by Amazon that allows researchers to access the desired

population of participants, typically large, diverse, and heterogeneous, for research studies
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(Aguinis et al., 2021). Over the last decade, there has been a significant proliferation of usage of
MTurk® for testing research hypotheses at scale (Agley et al., 2022).

Despite this proliferation, many researchers have been quite negative and have
categorically stated that their results strongly suggested that most of the data from MTurk® were
invalid. As such, they called into question the results of other recently published MTurk® based
studies (Burnette et al., 2022). Moeck et al. (2022) countered these conclusions by suggesting
that Burnette et al. (2022) missed essential screening procedures to obtain quality MTurk® data,
including those to prevent participants from using commercial data centers to complete multiple
surveys for financial gain. Moeck et al. (2022) and Aguinis et al. (2021) expressed caution to
ensure the quality of the data and provided prescriptive recommendations to obtain robust and
trustworthy MTurk® data. In this study, | have incorporated best-practice recommendations from
these studies. The suggestions provided by Aguinis et al. (2021) are organized around the three
typical stages of an empirical study, namely planning, implementation, and reporting results.

In the planning stage, the recommendations included (a) collecting detailed sample
characteristics; (b) formulating appropriate screening and compensation rules; (c) establishing
the required sample size; (d) building checks to counter web robots, self-misrepresentation, and
MTurker inattention; and (e) providing a detailed description of the study in the job posting that
will be seen by MTurkers. In the implementation stage, the recommendations included (a)
monitoring the responses and responding to concerns; (b) screening the data; and (c) approving
or denying compensation for completed responses. In the reporting stage, the principal
recommendation was to report details to ensure transparency. Despite the skepticism expressed
by researchers on the validity of MTurk® data (e.g., Burnette et al., 2022), | believed that

MTurk® was a minimally acceptable choice for this portion of my study as | followed the
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recommendations and best practice suggestions provided in the literature to conduct robust,
reproducible, and trustworthy MTurk®-based research (Aguinis et al., 2021).

Every survey posted on MTurk® was called a HIT (Human Intelligence Task). Every HIT
required the submitter to include detailed directions on how to complete the survey, the amount
of payment offered, and the qualifications needed for respondents. An earlier study stated that
$0.50 was the customary payment for survey takers solicited on M-Turk® for completing a 10-
minute survey (Buhrmester et al., 2016). Adjusting for inflation, the participants in my study
were paid $2.50 to complete my survey. | required my participants to be at least 18 years of age,
working in the United States, and employed full-time (more than 35 hours) at a company.

The survey included 44 items from the combination of the published scales and the scale
utilized for this study. Based on the number of factors in the measurement scales, a minimum
ratio of 10:1 is the required sample size for a structural equation modeling (SEM) study
(Jackson, 2003, as cited in Kline, 1998). Per this suggestion, a minimum sample size of 440 was
required for this study (skill-seeking orientation (8 items, n=80), connectedness to goals (9 items,
n=90), career satisfaction (9 items, n=90) and organizational climate for performance (17 items,
n=170). A recommended best practice to establish the required sample size was to collect data
from at least 15% to 30% of additional participants (Aguinis et al., 2021). The rationale for this
over-collection was to create some redundancy if some of the responses collected were unusable
due to participants failing the attention checks (questions to test if the participant was completing
the survey in a thoughtful manner). Also, many responses could be lost after data cleaning,
which could lead to an insufficient sample size. To overcompensate for such lost responses, |
collected data from about 40% more respondents, which meant a minimum sample size of 700

for the study.
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For the survey design, an introduction and the purpose of the survey were provided to the
respondents, followed by a consent question (Dillman, 2000). The informed consent question
conveyed to the participants that their participation was voluntary and that their responses would
be anonymous. Participants who did not consent were directed to the end of the survey. Then, the
respondents were asked screening questions before taking the survey. The screening questions
included a BOT check that prevented responses from non-human bots. If this check had not been
done, the data quality would have been poor (Rouse, 2015). The screening question also
contained a question to confirm that the respondent met the worker's requirements. Failure to
pass the screening questions resulted in the participant being directed to the end of the survey
page.

Next, the questions for each construct were placed together but intermixed (Kline et al.,
2000). The survey included two attention checks in addition to the 44 survey questions to ensure
that the respondents completed the survey in a thoughtful manner. Demographic questions were
presented at the end of the survey as per recommendations of Bourque and Fielder (2003), who
stated that asking demographic details may be off-putting at the start of the questionnaire and
may discourage respondents.

At the end of the survey, participants were thanked for their time. Table 3.3 depicts the
order of the survey instrument, and the survey is shown in Appendix I. Prior to the survey being
administered, institutional review board (IRB) approval had been obtained from the University

of Dallas. The IRB approval is listed in Appendix J.
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Table 3.3

Survey Instrument Order

Order Instrument

Informed consent

Screening questions

BOT check

Instructions for completing the survey and company information
Dependent variable: Connectedness to goals

IMC1

Dependent variable: Organizational climate for performance
IMC2

Dependent variable: Skill-seeking

Dependent variable: Career satisfaction

Marker Variable

PMBQ

Demographic items
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After the number of responses required was met (total quota size of 700 to meet the
minimum sample size of 440), the data was retrieved and cleaned. The data was reviewed, and
survey responses were eliminated if they did not meet the following criteria (a) qualifications to
participate; (b) consent; (c) passed BOT check; and (d) passed attention checks. The time taken
to complete the survey was examined, and extremely short completion times and extremely long
times were excluded as these were indicative of poor respondent engagement (Rouse, 2015). The
average time to complete the survey was used to determine the thresholds for short and long
completion times. The responses from the respondents who failed the attention checks were not
included (though they were still paid) as they were deemed lower quality.

After the data was cleaned, descriptive statistics of the sample were analyzed. Then, a test
was conducted using the IBM® SPSS® AMOS 28 software package to check if the items of both

scales (company and published) loaded onto one combined factor. The two sets of survey
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responses (i.e., company and published scales) were analyzed using the CFA technique. Pattern
and structure coefficients were assessed to determine whether the construct variable correlated
most highly with its corresponding factor (Graham et al., 2003). Additional statistics that were
examined were the factor loadings, the composite reliability (CR), the average variance extracted
(AVE), and the square root of the AVE. Composite reliability scores were checked against the
recommended .6 threshold to demonstrate reliability (Bagozzi & Yi, 1988). All average variance
extracted (AVE) values were checked to ensure that they met the recommended .5 threshold
required to demonstrate convergent validity, and factor loadings of the items were examined as an
additional measure of convergent validity (Bagozzi & Yi, 1988).

3.4.7.1 Common Method Variance. When all scale items are measured utilizing a single
questionnaire survey at the same time, it is possible that the relationships among the constructs
might be distorted by the effect of common method variance (Spector et al., 2019). Common-
method variance (CMV) is the spurious variance attributable to the measurement method rather
than the constructs the measures are assumed to represent (Podsakoff et al., 2003).

3.4.7.1.1 Survey Design Measures to Limit the Issue of CMV. The placement of the
survey questions was done deliberately to control for common method bias since all variables
were obtained from the same source (Podsakoff et al., 2003). Common method biases could also
result from the context in which the items on a questionnaire are placed. (Podsakoff et al., 2003).
To limit the issue of CMV, the scales were placed together, but the questions were intermixed,
and attention check questions were placed strategically between the sets of different construct

question sections (Kline et al., 2000).



110

3.4.7.1.2 CMV Assessment. For this study, an examination of common method variance
was initially conducted via Harman’s single-factor test (Podsakoff et al., 2003). To conduct
Harman’s test, a model was created in which all items are loaded onto one factor and analyzed.

Since Harman’s single-factor test is not very sensitive, Podsakoff et al. (2003) suggested
conducting a second step of CMV analysis with the CFA marker technique to test for a broader
range of CMV issues and added rigor. A marker variable is theoretically unrelated to the research
variables of interest in the study but shares the same method of being measured from the same
source as the other variables (Williams et al., 2010). The choice of variable used to represent the
marker plays an important role in the ability to find the true nature and prevalence of CMV in the
data (Simmering et al., 2015). This study used the seven-item “attitude towards the color blue”
scale, which is considered the ideal marker variable (Miller & Simmering, 2022). Examples of
the questions that were asked of the respondents were “blue is a beautiful color” and “I like the
color blue.” The measured variable items were anchored on a 7-point Likert-type scale ranging
from 1 (“strongly disagree”) to 7 (“strongly agree”). To assess the presence and influence of
common method variance, a series of models were tested following the recommendations of
Williams et al. (2010).

The results of the CFA informed us of the comparability of the company scale and the
published scales. In the next section, | describe the details of the measurement model and
hypotheses testing using the survey data.

3.5 Data Analysis

The data analysis process consisted of a series of steps after the data collection was

completed. The survey data was retrieved from the survey platform, and data sets were named to

match the time frame in which they were collected (in the “YYYY-Mon” format) and the group
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from whom the survey was collected (intervention vs. control). As such, the data sets
corresponding to the employee surveys to capture their sentiments were labeled 2020 Jan
Interventions, 2020 Jan Control, 2020 Nov Interventions, 2020 Nov Control, 2022 May
Interventions, and 2022 May Control.

The next set of steps involved cleaning the data, analyzing the statistical assumptions,
and assessing the reliability and validity of the scales. Ultimately, the data was analyzed to test

the hypotheses of the study. Details of steps taken in this regard are provided below.

3.5.1 Data Cleaning

Each data set was first cleaned and tested for missing data and outliers. The survey data
was first visually inspected for missing data for data cleaning. Next, a check for missing data was
performed by running a descriptive statistics analysis in SPSS. Responses with missing data were
omitted from the analysis. The data was then examined for outliers using the squared
Mahalanobis distance test (D2; Kline, 2016). Straight-lining check was not conducted for the
data set. Straight-lining refers to a respondent selecting the same response for all survey items,
resulting in poor data quality (Cole et al., 2012). For this survey, since there were no negatively
worded items, straight-lining would not necessarily indicate poor data quality as respondents
may answer thoughtfully and provide an identical response to every question (Schonlau &

Toepoel, 2015).

3.5.2 Descriptive Statistics and Correlations

The next step after completing data cleaning was to examine the descriptive statistics and
correlation matrices for the data. The descriptive statistics included the minimum, maximum,
statistical mean, standard deviation, skewness, and kurtosis (Hair et al., 2018). The correlation

matrix listed all the study variables with their means, standard deviations, number of
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respondents, and inter-correlations among the measures. The reliabilities for each variable were

listed on the diagonal of the correlation matrix.

3.5.3 Statistical Assumptions

The next step was to identify and assess the statistical assumptions for the data. The data
was tested for normality, homoscedasticity, and linearity. For the analysis, the statistical software
packages IBM® SPSS® Statistics 28.0.0.0 and IBM® SPSS® AMOS 28.0.0.0 were used.

There are numerous recommendations in the literature for the sample size determination
when conducting a Confirmatory Factor Analysis (CFA). The sample sizes in such studies
depend on factors such as the normality of data and parameter estimation methods, which rely on
the number of variables in a study (Schumacker & Lomax, 2004). At a minimum, sample sizes
for CFA should be at least 200 observations to obtain trustworthy estimates (Garver & Mentzer,
1999, p. 47). Hair et al. (2018) have suggested a minimum sample size of 100 for models
containing five or fewer constructs, each with more than three items (p. 633). The sample for this
study consisted of the employees within the company who were the initial recipients of the
SBPM intervention and a second group of employees who served as a control group. Since the
number of raw data responses for both groups was 180 each, with some reduction for data
cleaning, I had a sufficient sample to conduct a CFA analysis for the measurement scales.

The default estimation method in SEM is the maximum likelihood estimation method,
which assumes multivariate normality for data. Kline (2016) provided recommendations and
procedures to assess the multivariate normality of data. The first recommendation is to employ
significance tests such as the Mardia test to detect violations of multivariate normality. A
significant result of the Mardia statistic and a critical ratio higher than 5.0 indicates a departure

from multivariate normality (Byrne, 2010; Kankainen et al., 2004). If multivariate normality is
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not met, Kline (2016) suggested a 2,000-case bootstrapping procedure at the 95% confidence
level for the raw data with the appropriate Mardia statistic and critical ratio. Bootstrapping tests
resample the dataset multiple times to create simulated sample sets to determine the sample

distribution.

3.5.4 Measurement Model

A pilot study was conducted at the company with a small group of individuals to
determine the face validity of the scales used. Conducting pilot studies on new programs and
surveys to gain early feedback is a standard operating procedure at the company. As such, the
individuals chosen were typically tenured company employees with two to four years of
experience. The pilot group consisted of 10 individuals. Their demographic represented the
company's demographic — it had equal representation of men and women, about 50%
representation of millennials, with job functions including operational and support functions, and
participation from at least five teams. The survey questions were sent to the pilot participants via
SurveyMonkey, and they then participated in a call to provide their feedback. The pilot
participants assessed the survey questions and provided feedback on the readability, consistency
of style, and formatting of questions. The feedback provided affirmation on all these dimensions
and the clarity of the questions and also indicated positive alignment with the stated vision and
values of the company. The pilot study occurred the month before the pre-intervention survey
and took place in the fourth quarter of 2019.

Reliabilities of the four scales used in the study — skill-seeking orientation, connectedness
to goals, career satisfaction, and organizational climate for performance, were estimated, with
Cronbach’s alphas calculated for each scale. The model was estimated to ensure all factor

loadings were above the 50% (0.50) threshold (Hair et al., 2009). Before testing the hypotheses
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of the study, a CFA was conducted to assess the goodness of fit of the model to the data (Kline,
2016). Commonly used fit indices were compared to evaluate the model fit of several
measurement models. The goodness of fit for the measurement model was determined based on
the following cut-off criteria (a) the root mean squared error of approximation (RMSEA) < .08;
(b) the standardized root mean square residuals (SRMRs) < .08; (c) the comparative fit index
(CFI) > .90; (d) the smallest value of the Akaike information criterion (AIC); (e) the Bayes
information criterion (BIC); and (f) the absolute correlation residuals (ACR) < .10 (Kline, 2016).

Pattern and structure coefficients were assessed to determine whether the construct
variable correlated most highly with its corresponding factor (Graham et al., 2003). Additional
statistics that were examined were the factor loadings, the composite reliability (CR; threshold
value of 0.6), the average variance extracted (AVE; threshold value of 0.5), and the square root
of the AVE (greater than the inter-construct correlations) to evaluate convergent and
discriminant validity (Bagozzi & Yi, 1988). Composite reliability (a measure of scale reliability
usually calculated in conjunction with structural equation modeling) is an alternative to
Cronbach’s alpha, and studies show that there is no significant difference between Cronbach’s
alpha and composite reliability values, and they might be used interchangeably (Peterson & Kim,
2013).

When all scale items are measured by a single questionnaire survey, the relationships
among the constructs might be distorted by the effect of common method variance (Spector et
al., 2019). For this study, an examination of common method variance was conducted via

Harman’s single factor test and the unmeasured latent method factor test (Podsakoff et al., 2003).
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3.5.5 Hypotheses Testing

To test the effect of the SBPM intervention on employee attitudes, the following
hypotheses were tested:

Hypothesis 1: The mean employee skill-seeking orientation will be higher post-implementation
of a bundle of SBPM compared to pre-intervention relative to the comparison group.
Hypothesis 2: The mean employee connectedness to goals will be higher post-implementation of
a bundle of SBPM compared to pre-intervention relative to the comparison group.

Hypothesis 3: The mean employee career satisfaction will be higher post-implementation of a
bundle of SBPM compared to pre-intervention relative to the comparison group.

Hypothesis 4. The mean organizational climate for performance will be higher post-
implementation of a bundle of SBPM compared to pre-intervention relative to the comparison
group.

To test the hypotheses above, a multivariate analysis of variance (MANOVA) test for
repeated measures analysis was conducted with each of employee attitudes- skill-seeking
orientation, connectedness to goals, career satisfaction, and organizational climate for
performance as the dependent variables and SBPM as the independent variable. This statistical
test measures the differences between the levels of a single independent variable on a set of
multiple dependent variables (Hair et al., 2018). A repeated measurements design involves
measuring subjects at successive times or under several experimental conditions (O’Brien &
Kaiser, 1985). The main effect testing in a MANOVA is essentially a vector of the combined
dependent variables (Torres-Jacquez, 2021).

In order to use the MANOVA test, certain data assumptions must be met (Field, 2018).

The assumptions are (a) each dependent variable must have an interval measurement; (b) the
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independent variable must consist of two or more categorical, independent groups; (c)
independence of observations must exist; (d) there must be an absence of outliers in the data; (e)
data must be multivariate normal; (f) there must be an absence of multicollinearity; (g) there
must a linear relationship between the dependent variables for each group of the independent
variable; (h) adequate sample size must be present; (i) there must be homogeneity of variance-
covariance matrices; and (j) there must be homogeneity of variances (Tabachnick & Fidell,
2006).

The data was checked first to ensure that the assumptions for applying MANOVA were
satisfied. The first two assumptions were met as the independent variable (SBPM) was
categorical, and the four dependent variables (skill-seeking orientation, connectedness to goals,
career satisfaction, and organizational climate for performance) were measured at the interval
level. The observations were independent because no respondent could be in more than one
SBPM group, and data was collected independently for the intervention and control groups.
Multivariate outliers were assessed using the squared Mahalanobis distance test (D2; Kline,
2016). The data was for multivariate normality by computing the Shapiro-Wilk statistic
(Kankainen et al., 2004). Multivariate normality “can be violated to a significant degree without
seriously affecting the validity of the p values or the powers of the MANOVA tests” (O’Brien &
Kaiser, 1985, p. 331). Blanca et al. (2017) have indicated that the analysis of variance tests is
robust in all instances of non-normality (up to skewness = 2 and kurtosis = 6). The presence of
linear relationships between each pair of the dependent variables (skill-seeking orientation,
connectedness to goals, career satisfaction, and organizational climate for performance) for each
group (intervention and control) was evaluated using scatterplots (Ntumi, 2021). Box’s M test

was conducted to test the homogeneity of variance-covariance matrices (Fujikoshi, 2002).
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Usually, the significance of this test is determined at a = .001 because this test is considered
highly sensitive (Ntumi, 2021). Not having homogeneity of variances and correlations is
problematic if the sample sizes of the independent groups are unequal, but for equal or nearly
equal group sizes, MANOVA is acceptably robust to this assumption (O’Brien & Kaiser, 1985).

There are four alternative MANOVA test statistics, namely (a) Pillai’s Trace; (b) Wilk’s
Lambda; (c) Hotelling’s Trace; and (d) Roy’s Largest Root (Hair et al., 2018). These tests have
somewhat different characteristics in terms of power and sensitivity to the violation of
assumptions required for MANOVA, and none of these statistics is uniformly better than the
others (O’Brien & Kaiser, 1985). Tabachnick and Fidell (2006) support reporting the Wilks’
Lambda. Olsen (1974) recommends the Pillai-Bartlett trace test as the most robust of the tests,
with adequate power to detect true differences in various situations and robust to many violations
of the assumptions of MANOVA. Roy’s Largest Root statistic has the most power when
dependent variables are highly correlated, and the other three have more power for disparate
variables (Huberty & Oljenik, 2006). The results from the four statistical tests are often the same
(O’Brien & Kaiser, 1985). All four can be converted to an F-statistic, which can then be used to
calculate a p-value (Warne, 2014). In reporting results in MANOVA, partial eta square (np?) is
often used to show how much variance is explained by the independent variable and used as the
effect size for the MANOVA model (Todorov & Filzmoser, 2010).

To compare the relationship between the groups of variables, Wilks's lambda multivariate
test statistic was reported, and the overall F-statistic for the interaction effect was tested for
significance (Tabachnick & Fidell, 2006). The main effects of each independent variable were
examined when no interaction effect was present (Ntumi, 2021). Post hoc tests were conducted

to aid in better interpretation of the data for the statistically significant interaction effects (Field,
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2013). The Tukey’s test is the most commonly reported post hoc test (Warne et al., 2012). For
the statistically significant variables, Tukey’s test was conducted for the time periods.
3.6 Limitations

No research design is entirely perfect and free from explicit and implicit biases, and all
studies have limitations (Ross & Zaidi, 2019). Recognizing the limitations of a study creates
opportunities for future research, and methods should be employed to minimize and counter the
impact of the limitations (Connelly, 2013). With these guiding factors as context, in this sub-
section, | will describe the potential limitations of the study, explain their implication, describe
steps taken to mitigate the limitations and suggest areas for future research.

The first limitation is related to the sample selection of the study. As discussed in the
sampling methodology section, | have used convenience sampling. Simon (2011) points out that
the use of a convenience sampling method rather than random sampling provides a threat to
external validity, which can lead to difficulties generalizing to larger populations. Some
limitations cannot be controlled or minimized by the researcher, as they occur when the
researcher tries to balance scientific rigor with realism (Connelly, 2013). The field study method
used in this research allowed me to ensure contextual realism despite the limitation of being a
convenience sample by evaluating the impact of a skills-based intervention on full-time
employees in their workplace. | believe that the threat of limited generalizability to larger
populations is somewhat mitigated because the demographic of the sample in my company is
two-thirds non-managerial, knowledge workers, which is comparable to the demographics across
the managed services industry. As such, the attitudes and sentiments can be extrapolated to the

broader managed services industry. In the future, this study can be repeated with other
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participants in different organizations, which will provide a more substantial basis for the
external validity of my study’s findings.

A second limitation common to quantitative research studies is a lack of literature for
providing an empirical or theoretical basis for some of the variables analyzed in the study
(Connelly, 2013). I encountered this issue as some of the employee attitudes, namely, skill-
seeking orientation and connectedness to organizational goals, do not have sufficient theoretical
basis in prior research. In these instances, | drew from the theoretical basis established by closely
related concepts — research on skill-based pay as a basis for skill-seeking orientation and
organizational identification (the degree to which an employee identifies with the goals and
mission of the organization) for connectedness to organizational goals. Similarly, for climate for
performance, | drew upon the theoretical basis around perceived organizational support to apply
it to the scope of this study. Future studies can focus on well-established variables such as
employee engagement, which has a significant theoretical basis in prior literature, to generate
stronger empirical underpinnings for the results.

Another limitation arose from the survey measures used in my study. In my study, the
choice of variables and the respective survey instruments was dictated by the nature of attitudes
the company wanted to measure, the tone they wished to set with the questions, and finally, the
size and scope of the survey questions. To mitigate this limitation, | used MTurk® to establish
that the scales were from the same construct space as published scales with previously
demonstrated reliability and validity. Future studies could focus on established employee
attitudinal outcomes and use published scales to replicate this study.

Self-reported data not verified through other sources could have possible limitations on

the study (Connelly, 2013). When all scale items are measured using a single questionnaire



120

survey at the same time, it is possible that the relationships among the constructs might be
distorted by the effect of common method variance (Spector et al., 2019). Self-report measures
also suffer from the potential of being influenced by social desirability biases when participants
do not respond truthfully to the survey items (Bagozzi & Yi, 1988). Since my study utilized self-
report measures, the presence of common method variance (CMV) and social desirability bias
was a limitation. Steps were taken to limit the issue of CMV by incorporating appropriate survey
design measures (Podsakoff et al., 2003). The magnitude common method variance was
examined via Harman’s single factor test and the unmeasured latent methods factor test
(Podsakoff et al., 2003).

Another limitation could arise if treatment fidelity is not maintained (Sanetti et al., 2021).
Treatment fidelity refers to the extent to which an intervention is delivered according to plan
(Collier-Meek et al., 2013). To maintain treatment fidelity, the company ensured that the
interventions administered were consistent and standardized across all the participants
administered to and over time across the study duration. In my study, the SBPM interventions
implementation process possessed multiple mechanisms to minimize risks associated with
treatment fidelity. First, all the managers who were the administrators of the interventions were
trained in the methodology associated with delivering them and were expected to follow a
consistent and tightly scripted process. Second, the HR business managers were involved in
quality checks upon completion of each of the performance management interventions. These
quality checks ensured that every manager consistently delivered these interventions. The
combination of managerial training for consistently delivering these interventions and quality

control ensured by HR business managers minimized the risk of loss of treatment fidelity.
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Finally, a common significant limitation to studies arises from challenges to internal
validity (Ross & Zaidi, 2019). Threats to internal validity are those factors that have the potential
to provide alternate explanations for the observed effects (Christ, 2007). The common factors
that create challenges associated with internal validity are (a) history; (b) maturation; (c) testing;
(d) instrumentation; (e) statistical regression; (f) attrition; and (g) diffusion of treatment
(Campbell & Stanley, 2015).

History refers to events that can potentially influence the variables of interest; in
intervention studies, history can have an unintended effect (Polit & Beck, 2014). A significant
event that took place during the study was the COVID-19 pandemic, which impacted the nature
of interventions administered to the research group and the control group. The pandemic caused
a general deterioration of employee attitudes more broadly as employees worried about its
impact on the macro economy, the world, and the health of their families. This general
deterioration likely occurred equally for the treatment and control groups. As a result, the net
impact on the treatment group vis-a-vis the control group is likely unchanged. Due to the
pandemic, the second round of interventions could not be administered for the research group in
2021, which likely muted their impact on the target group. However, the pandemic also
postponed the delivery of interventions on the control group, which enabled me to preserve the
notion of a control group longer in this study. This event also posed maturation-related issues
and impacted key measurement variables in this study, which is addressed in the next paragraph.

The next threat to internal validity, maturation, refers to the change in participant
behavior that is extraneous to their response to manipulations and regardless of treatment,
especially if the project lasts a long period of time (Onwuegbuize, 2000). Maturation further

compounds the impact of independent variables in the presence of historical events (Flannelly et
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al., 2018). Given that this longitudinal study lasted over two years and the pandemic occurred in
the midst of it, the results are subject to issues associated with the phenomenon of maturation in
various ways. First, given that the control group could not receive interventions for a more
extended period of time, the study was the inadvertent beneficiary of being able to witness the
impact of sustained interventions on the experimental group vis-a-vis the lack of interventions
for the control group. In that sense, the study perhaps benefitted from the confluence of the
pandemic event and the study duration, as | got the opportunity to study the implications of the
interventions on the experimental group for an extended period of time. Second, given the
presence of a control group, the issues related to maturation are expected to manifest similarly in
both the experimental and control groups, and I can discount the common maturation trends in
both groups (Tucker-Drob, 2011).

The third threat to internal validity occurred from the testing process, especially if
repeated several times (Christ, 2007). This threat occurred because the test may signal to the
participants what the researchers were interested in (Dunbar-Jacob, 2018). Researchers believe
that one approach to mitigate this threat is by using a control group (Kaya, 2015). In this
company, the interventions are simply part of the HR processes and, as such, do not signal to
employees that they are part of a test or an experiment. The same applies to the surveying
instruments. The company has a history of surveying employees, and | ensured that the survey
questions did not refer to any of the SBPM interventions. One testing risk is that employees
could be prone to repeating their previous answers without giving updated consideration each
time they are surveyed. However, given that the surveys were administered after 6 to 12 months,

this risk of repetition might have been low, but this remains a limitation of the study.
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The fourth threat to internal validity arose from instrumentation, which can be caused by
inconsistencies inherent in the measurement devices used for data collection in a study. The most
significant source of threat from instrumentation arises when the measure does not have adequate
reliability (Dunbar-Jacob, 2018). Reliability levels generally accepted for a study are between
0.8 and 0.9 (Anastasi, 1988). For this study, the reliability of each scale was assessed, and the
equivalence of the instrument was established across the time periods of the study.

The next threat to internal validity arose from statistical regression, which refers to the
condition that extreme values or observations tend to trend toward more typical levels over
repeated assessments (Christ, 2007). Methods to reduce the potential threat of regression include
randomizing subjects and taking multiple initial measurements as a baseline (Dunbar-Jacob,
2018). Because these interventions are part of a field study, neither mitigating steps were
possible. Regression effects were examined by comparing the number of outliers between the
time periods and the results were similar.

The sixth threat to internal validity arose from material attrition, which refers to the loss
of study participants during the course of the research (Flannelly et al., 2018). To assess this
threat, | compared the attrition rates of the treatment and comparison groups and determined that
they were similar.

The final threat to internal validity occurred from diffusion, which is a phenomenon that
occurs when the intervention administered to the research group spreads from the group to the
control group, which could happen when there is interaction between the two groups (Christ,
2007). The diffusion phenomenon is a relevant area of concern as some team members received
the intervention while others who were members of the same team did not due to the delays

imposed by the pandemic. From the outside, it is conceivable that the members who did not
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receive the intervention felt bitter about the company as they were not endowed with the benefits
of SBPM, which could impact their attitudes towards the company — a phenomenon researchers
refer to as resentful demoralization. It is possible that the control group experienced that
phenomenon, which is a limitation of the study. An additional element of the intervention,
related to diffusion amid the pandemic, consisted of management providing support and
counseling to all employees to help them navigate the challenging aspects of coping with the
pandemic. These support and counseling interventions were administered in the early months of
the pandemic. As such, I did not expect it to have a material impact on this study, especially
given that the control and the intervention group received the same treatments outside the scope
of SBPM.

In summary, this study has numerous limitations, primarily due to issues pertaining to
internal validity. Some are unique to this study — namely, the occurrence of a historical event
such as the pandemic and the resulting challenges around maturation and diffusion. Also,
because these interventions were part of a field study, several factors (like the choice of survey
questions) were not entirely in my control. However, | was also the inadvertent beneficiary of
preserving a control group for a longer duration, and many of the threats to internal validity, such
as effects of maturation and attrition, were subdued as they had the same effect on the
experimental and control groups. Nevertheless, it is hard to estimate the full ramifications of this
unprecedented event, as many of the sentiments we measured could have been impacted in

unfathomable ways.
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CHAPTER 4
RESULTS

4.1 Overview

In this chapter, I present the results of the study. This study was designed to characterize
the impact of skill-based performance management (SBPM) on proximal variables around
employee attitudes and the organizational climate for performance. This chapter is organized into
two parts. First, | present the results of the scale validation study. Next, | present the results of
the hypotheses testing. This includes information on the data collected at the company, data
cleaning, descriptive statistics, statistical assumptions, and MANOVA test results.
4.2. Scale Validation Study

The scale validation study aimed to assess the comparability of my survey scales to
established survey scales. My survey scales comprised the set of questions that the company had
optimized for its internal usage. These scales were compared to similar scales from published
literature, providing a theoretical basis for the company’s survey questions. I administered the
two sets of survey scales utilizing the online survey platform Qualtrics® to an MTurk®
population. The collection occurred between January 30, 2023, and February 4, 2023. After the

collected data was retrieved from Qualtrics®, it was cleaned in order to prepare for data analysis.

4.2.1 Population and Sample

The population for this survey consisted of full-time individuals employed in the U.S. Out
of a total of 700 respondents, four did not consent, and 39 failed the bot check. The 13 responses
that did not meet the employment criteria to participate in the study and the 165 responses that
failed the instructional manipulation check were removed. Next, the time taken to complete the

survey was examined, and extremely short completion times (3 minutes or less) were excluded.
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None of the responses had extremely long completion times (the longest was 40 minutes). Next,
the difference between the minimum and maximum scores between the responses of each scale
was checked. Responses that showed a significant difference in values for a scale were excluded.
The final sample after data cleaning consisted of 380 responses.

The valid sample consisted of 47.1% females and 52.9% males. The largest age group
was between 25 and 34 years, comprising 67.1% of all respondents. This was followed by the
age group of 35 to 44 years, consisting of 18.6% of the sample. Of the respondents, 89.5% were
Caucasian or White, 1.6% were African American, 5% were Asians or Pacific Islanders, 1.5%
were Hispanic, 1.3% were American Indian and 0.3% belonged to other ethnic groups. 28.4% of
the respondents were employed in the manufacturing, construction, and mining sector, 24.6% in
the information technology sector, 15.8% in healthcare, 8.2% in education, 7.6 % in professional
services, and 5.3% in the hospitality sector. Of the respondents, 67.6% had a 4-year degree,
17.6% had a masters/professional degree, and 7.9% were high school graduates. 52.4% of
respondents had worked in their organization for 3 to 5 years, and 20.8% for 6 to 8 years. 50% of
the participants were employed at firms with 500 to 5,000 employees, while 36.8% were
employed at firms with over 5,000 employees. 87% of the respondents managed employees,
while 13% did not. The detailed demographics of the sample are provided in Table 4.1.

Table 4.1

Demographics of the MTurk® Sample

Factor Frequency

Gender
Male 52.9%
Female 47.1%
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Table 4.1 cont.

Factor Frequency
18-24 3.7%
25-34 67.1%
35-44 18.7%
45-54 5.8%
55-64 4.2%
Above 64 0.5%
Race/Ethnicity
African American or Black 2.3%
American Indian 1.7%
Asian or Pacific Islander 4.7%
Caucasian or White (other than Hispanic) 89.8%
Hispanic 1.3%
Other 0.2%
Education
Less than high school 0.2%
High school graduate or equivalent 10.4%
Some college credit but no degree 4.2%
2-year degree: Associate degree 3.8%
4-year degree: Bachelor's degree 63.1%
Master's/Professional degree 18.2%
Tenure (in years)
0-2 6.6%
3-5 53.6%
6-8 20.1%
9-11 9.7%
12-14 4.4%
More than 15 5.5%
Industry
Agricultural, forestry, fishing and hunting 2.3%
Education 7.6%
Healthcare 20.1%
Hospitality and Restaurants 45.3%

Information Technology related 24.6%
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Table 4.1 cont.

Factor Frequency
1-50 0.6%
50 - 500 5.1%
500 -5000 20.6%
More than 5000 43.6%

4.2.2 Data Analysis

To begin data analysis, composite scores were created for the study variables using the
company and published scales. These were designated as (a) skill seeking (SS_Study and
SS_Published); (b) connectedness to goals (CG_Study and CG_Published); (c) career
satisfaction (CS_Study and CS_Published); and organizational climate for performance
(OCP_Study and OCP_Published). The IBM® SPSS®29.0.0.0 statistical software package was
used to examine the descriptive statistics, which included the statistical mean, standard deviation,
skewness, and kurtosis statistics. These metrics are presented in Table 4.2. The means of the two
sets of scales were very close. The mean divided by the maximum value and the standard
deviation divided by the maximum value were almost identical for each pair of scales. The
values of skewness (less than 2) and kurtosis (less than 7) suggested a normal distribution of the
data for each scale (Hair et al., 2010).
Table 4.2

Descriptive Statistics of the MTurk® Sample

Std.
N Min. Max. Mean Dev. Skewness Kurtosis
Std. Std.
Variable Statistic  Error  Statistic  Error
SS_Study 380 2.33 5.00 4.00 0.52 -0.81 0.13 0.66 0.25

SS Published 380 2.00 4.80 3.97 0.52 -0.97 0.13 1.07 0.25
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Table 4.2 cont.

Std.
N Min. Max. Mean Dev. Skewness Kurtosis
Std. Std.
Variable Statistic Error  Statistic  Error
CG_Published 380 3.00 7.00 5.61 0.72 -0.74 0.13 0.68 0.25
CS_Study 380 1.00 5.00 399 0.61 -1.59 0.13 4.70 0.25

CS _Published 380 1.00 5.00 4.00 0.59 -1.43 0.13 4.16 0.25
OCP_Study 380 133 500 394 0.1 -0.89 0.13 1.81 0.25
OCP_Published 380 1.18 391 325 0.33 -1.55 0.13 5.58 0.25

Note. N = 380. SS = Skill Seeking. CG = Connectedness to Goals. CS = Career Satisfaction. OCP
= Organizational Climate for Performance.

Next, the reliability of the scales was examined. The results are shown in Table 4.3. The
reliability of the study scales for career satisfaction, connectedness to goals, and organizational
climate for performance were slightly lower than the reliability of the published scales. The
reliability of the study scales for skill-seeking orientation was significantly lower than the
reliability of the published scales. In prior research studies, the reliabilities of the published
scales for skill seeking ranged between 0.87 to 0.95, connectedness to goals ranged between 0.76
to 0.90, career satisfaction between 0.83 and 0.89, and organizational climate for performance
between 0.86 and 0.88 (Tracey & Tews, 2005; Taormina, 1997; Greenhaus et al., 2005; Patterson
et al., 2005). The reliabilities of the company scales were lower in this study; however, the
reliabilities of the published scales were also lower for this data set than in prior research studies.
The reliability of the skill-seeking company scale was particularly low. The number of items in
this scale was only three, which can contribute to a low value of Cronbach’s alpha (Hair et al.,
2009). Prior literature has shown that the higher the number of items in a scale, the more the
scale reliability increases (Abdelmoula et al., 2015). The recommended number of scale items in
order to make a scale reliable is six (Carifero, 2007). The skill-seeking company scale was

further investigated by looking at the inter-item correlation matrix. The correlation between the
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first item and the other two items was 0.21 and the correlation between item two and three was
0.24 which were between the recommended values of 0.2 and 0.4 (Cohen & Swerdlik, 2005).
The three items in this scale correspond to an individual’s awareness of skills to acquire (“I am
aware of what training I need in order to improve my skills™), their motivations to acquire these
skills (“T am motivated to seek training to improve my skills”), and the opportunities at their
respective companies to enrich them with these skills (“I am excited about the training
opportunities available at the company”). It is conceivable that the respondents were in situations
where, even if they had an awareness of skills they needed to acquire, they did not have the
motivation for skills acquisition, or their employers placed no emphasis on skills enrichment. As
a result, these three items could have garnered responses that were independent of each other,
resulting in a low reliability value.

Table 4.3

Reliability Statistics

Variable Cronbach's Alpha No. of Items
SS_Study 0.46 3
SS Published 0.70 5
CG_Study 0.64 5
CG_Published 0.74 5
CS_Study 0.74 4
CS_Published 0.76 5
OCP_Study 0.73 6
OCP_Published 0.77 11

Note. N = 380. SS = Skill Seeking. CG = Connectedness to Goals.
CS = Career Satisfaction. OCP = Organizational Climate for Performance.

Following the reliability analysis, partial correlations were calculated using SPSS®
29.0.0.0 to examine the association of each pair of scales for each variable. When all scale items

are measured by a single questionnaire survey at one time, the relationships among the constructs
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might be distorted by the effect of common method variance (Podsakoff et al., 2003). In order to
avoid the influence of common method variance on the observed pair of scales, partial
correlation coefficients were calculated, controlling for the effects of the common method
variance marker. The results of the analysis are shown in Table 4.4. Partial correlation tests
showed a significant relationship between SS_Study and SS_Published (r = 0.89 and p < .001),
CG_Study and CG_Published (r =0.80 and p < .001), CS_Study and CS_Published (r = 0.84
and p <.001), and OCP_Study and OCP_Published (r = 0.78 and p < .001). The results of these
tests suggest that there are strong positive and significant correlations between the pairs of scales
for each variable.

Table 4.4

Partial Correlation between Study and Published Scales

Control CS_ SS_ CG_ OCP_ Significance

Variable Variable Published Published Published Published df (2-tailed)

CMV CS_Study 0.84 377 <.001
SS_Study - 0.89 378  <.001
CG_Study - - 0.80 378 <.001
OCP_Study - - - 0.78 377 <.001

Note. N = 380. SS = Skill Seeking. CG = Connectedness to Goals. CS = Career Satisfaction. OCP
= Organizational Climate for Performance. CMV = Common Method Variance.

The association between scales was further explored using structural equations modeling
(SEM). The IBM® SPSS® AMOS 29.0.0.0 statistical software package was used to test the fit
indices of the structural model for each variable with both scales (study and published) loading
onto one factor versus the two scales loading on two different factors. Two models were tested
for each scale, one being a 1-factor model of combined study and published scales and the other
being a 2-factor model with study and published scales loading onto separate factors. Eight

models (Model 1-Model 8) were tested; the results are shown in Table 4.5. The goodness of fit
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for the measurement models was determined based on the following cut-off criteria (a) the root
mean squared error of approximation (RMSEA) <.08; (b) the standardized root mean square
residuals (SRMRs) < .08; (¢) the comparative fit index (CFI) > .90; (d) the smallest value of the
Akaike information criterion (AIC); (e) the Bayes information criterion (BIC); and (f) the
absolute correlation residuals (ACR) <.10 (Kline, 2016).

For the skill-seeking scale, the two models (Model 1 and Model 2) that were compared
are shown in Appendix K (Figure K1 and Figure K2). Between the structural models Model 1
and Model 2, Model 1 resulted in a decreased fit compared to Model 2 (Ay?[1] = 221.01, p <
.001). The two models (Model 3 and Model 4) that were compared for the connectedness to
goals scale are shown in Appendix K (Figure K3 and Figure K4). Model 3 resulted in a
decreased fit compared to Model 4 (Ay’[1] = 68.58, p < .001). Model 5 and Model 6 were
compared for the career satisfaction scale. These models are shown in Figure K5 and Figure K6
in Appendix K. Model 5 resulted in a decreased fit compared to Model 6 (Ay?[1] = 64.6, p <
.001). Finally, Model 7 and Model 8 (Figure K7 and Figure K8) were compared for the
organizational climate for performance scale. Model 7 resulted in a decreased fit compared to
Model 8 (Ay’[1] = 16.4, p < .001).

The above analysis suggests that the 2-factor models M2, M4, M6, and M8 resulted in a
greater fit than 1-factor models M1, M3, M5, and M7, respectively. Before drawing any
conclusions from these results, | decided to focus on the discriminant validity of these factors, as
examining discriminant validity is one of the key building blocks of SEM evaluation (Hair et
al., 2010). A measure of discriminant validity demonstrates the extent to which factors are

distinct and uncorrelated (Hair et al., 2014). Establishing discriminant validity requires that a
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scale not correlate too highly with measures from which it is supposed to differ
(Campbell, 1960).

Fornell and Larcker (1981) developed a statistical test of discriminant validity for the
two-construct model, which indicated that “for any two constructs, A and B, the square root of
Average Variance Extracted (AVE) for A and the square root of AVE for B both need to be
larger than the correlation between A and B” (pp. 45-46). Using this technique, for discriminant
validity to be supported, a comparison of the square root of AVE to the correlation between
variables was made, and the results are illustrated in Table 4.6. These results indicate that the
constructs corresponding to the study scales do not possess discriminant validity compared to the
published scales. The square root of AVE values for the study scale and the published scale for
skill seeking (0.47 and 0.56) are significantly lower than the correlation value between the study
and published scale (1.56). A similar phenomenon can be seen when making a comparison of the
square root of AVE and correlation for the published and study scales of connectedness to goals,
career satisfaction, and organizational climate for performance measures (0.22 and 0.60, 0.75
and 0.72, 0.56 and 0.48 respectively) which are lower than the correlation value between the
study and published scales (1.22, 1.16, 1.09 respectively). The value of implied correlation
between the factors of the 2-factor models (M2, M4, M6, and M8) being above one may be
viewed as an indication of a misspecification of the models (Can et al., 2015; Farrar & Glauber,
1967). The high correlation between the factors of the 2-factor models indicates that the factors
are very similar and that the models are inadmissible for further analysis (Grewal et al., 2004).

In conclusion, the lack of discriminant validity and the inadmissibility of the 2-factor

models implies that the measures representing study scales are not empirically unique compared
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to published scales, and therefore, the study scales capture measures in a structural equation

model that correspond to published scales (Hair et al., 2010).
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Table 4.5

SEM Model Fit Indices for Models

Model (M)

RMSEA
(90% Cl)

SRMR

CFlI

AIC

BIC

ACR

LR of Ay?

Model
comparison

M1: 1-factor-
Combined scales
(Skill seeking)

M2: 2-factors-study &
published scales (Skill
seeking)

M3: 1-factor-
Combined scales
(Connectedness to
goals)

M4: 2-factors-study &
published scales (
(Connectedness to
goals)

M5: 1-factor-
Combined scales
(Career satisfaction)

M6: 2-factors-study &
published scales
(Career satisfaction)

235.11

14.10

160

91.42

102.90

38.29

20

19

35

34

27

26

16 (.14 - .18)
.00 (.00 - .03)

.09 (.08 - .11)

.06 (.05- .08)

.08 (.06 - .10)

.03 (.00 - .08)

0.06

0.02

0.05

0.04

0.03

0.02

0.76

0.88

0.94

0.93

0.99

267.11

48.06

199.97

133.42

138.88

76.29

267.89

115.04

278.78

216.16

209.81

151.1

21

0

221.01,df =1,

p=0.00

68.58, df = 1,
p=0.00

64.6, df = 1,
p=0.00

vs. M1

vs. M3

vs. M5
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RMSEA LR of Ay? 'Qf')?:e;rison
Model (M) X df (90% CI) SRMR  CFlI AlIC BIC ACR P
M7: 1-factor- 201.90 119 .04 (.03 - .05) .04 94 269.86  403.83 5
Combined scales
(Org. climate)
M8: 2-factors- 185.50 118 .03 (.02 - .04) .04 .95 255.53  393.44 4 16.4,df =1, vs. M7
study & p=0.00
published scales
(Org. climate)
MO9: 4 factor 1581.60 896 .04 (.04 - .04) .04 88  1769.61 2139.99 156
Model
M10: Harman's ~ 2062.60 902 .05 (.05 - .06) .05 79 223856 2585.29 605 487.9,df=9, vs. M9
single-factor p =0.00
Model
M11: CFA 2286.30 1215 .04 (.04 - .05) .06 87  2508.27 2863.41 -
Model with
marker variable
M12: Baseline 2305.70 1233 .04 (.04 - .05) .06 86  2499.70 2897.47 - 66.5, df = 1, vs. M13
Model p =0.00
M13: Method-C  2402.90 1232 .04 (.04 - .05) .07 .85  2590.87 2876.30 -

Model

Note. df = degrees of freedom. RMSEA = root mean square error of approximation. SRMR = standardized root mean square residual.
CFI = comparative fit index. AIC = Akaike information criterion. BIC = Bayes Information Criterion. ACR = absolute correlation
residuals. LR = likelihood ratio test. CFA = confirmatory factor analysis. C = common.



137

Table 4.6

Implied Correlations, Average Variance Extracted (AVE), Composite Reliability (CR), and
square root of AVE for Models 2, 4, 6, and 8

SS ss. CG_ CG_ CS.  CS_ OCP_ OCP_

Variable Study Published Study Published Study  Published Study  Published

SS_Study 0.47
SS_Published 156 056

CG_Study - - 0.22

CG_Published - - 1.22 0.60

CS_Study - - - - 0.75

CS_Published - - - - 1.16 0.72

OCP_Study - - - - - - 0.56
OCP_Published - - - - - - 1.09 0.48
CR 0.46 0.70 0.89 0.74 0.83 0.84 0.73 0.77
AVE 0.47 0.56 0.05 0.36 0.56 0.52 0.32 0.23

Note. Square root of AVE along the diagonal. SS = Skill Seeking. CG =

Connectedness to Goals. CS = Career Satisfaction. OCP = Organizational Climate

for Performance.

Common-method variance (CMV) is the spurious variance that is attributable to

the measurement method rather than to the constructs the measures are assumed to represent
(Podsakoff et al., 2003). In this scale validation study, there was a potential for common method
variance because the data were self-reported and collected through a single questionnaire during
the same period. An examination of CMV was first conducted via Harman’s single-factor test.
To conduct the Harman’s single factor test, a measurement model was created in which all items
from the study and published scales for each of the four variables (skill seeking, connectedness

to goals, career satisfaction, and organizational climate for performance) were loaded onto one

factor. This Harman model (Model 10) with all the items for the scales- SS_Study,



138

SS_Published, CG_Study, CG_Published, CS_Study, CS_Published, OCP_Study, and
OCP_Published loading onto a single factor is shown in Figure 4.2. The Harman single-factor
model was compared to a model with all scales loading on their respective factors (Model 9
shown in Figure 4.1). Model 10 did not fit the data well and resulted in a decreased fit compared
to Model 9 (Ay?[9] = 497.9, p < .001), indicating that common method variance was not an issue.
For added rigor and to test for a broader range of CMV issues, Podsakoff et al. (2003) suggested
conducting a second step of CMV analysis with the CFA marker technique. This study used the
seven-item “attitude towards the color blue” scale, which is considered the ideal marker variable
(Miller & Simmering, 2022). To assess the presence and influence of common method variance,
a series of models were tested following the recommendations of Williams et al. (2010). First, a
CFA model with the marker variable was tested. The CFA marker model provided the
correlations between the study variables and the marker variable. Second, a baseline model
where the correlations between the marker and substantive latent variables were set to 0, and the
unstandardized regression weights and variances for the marker variable were fixed to the values
obtained from the initial CFA marker model was tested. Third, a constrained model (Method-C)
was created where the 44-factor loadings from the latent marker variable were constrained to be
equal. The constrained model (Method-C) did not offer a better fit than the baseline model
(Ax?[1] = 66.5, p = 0.00), proving that there was no shared CMV between the indicators of the
substantive variables and the latent marker variable (Williams et al., 2010). The results are

shown in Table 4.6.
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Figure 4.1

Model 4-SPSS AMOS Diagram for Four-factor Model
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Model 5-SPSS AMOS Diagram for Harman Model
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In summary, the results of the partial correlation tests and the structural equation models
demonstrated the comparability of the company scale used in the study to published scales. The
results prove that the company’s survey instrument is supported by the same theoretical
underpinnings that the published scales rest upon. In the next section, | present the results of the
hypotheses testing.

4.3 Data Analysis

In this section, | present a description of the sample, data cleaning, descriptive statistics,
measurement model, and hypotheses testing. To test the hypotheses of this study, a quasi-
experiment field study with nonequivalent groups was conducted at the company. A
questionnaire was used to collect responses from the employees in an effort to investigate the
effects of a skill-based performance management program on employee attitudes and
organizational climate for performance. Data was collected between January 2020 and May

2022.

4.3.1 Sample Characteristics

The population for this survey consisted of full-time individuals employed at a company
who were the initial recipients of the SBPM intervention (group 1) and a second group of
employees who served as a control group as their SBPM interventions were delayed (group 2).
For the purpose of comparing the groups, the demographic information of each sample group
was examined. No demographic information was collected from the respondents, so this data
was obtained from the company's human resources department.

The intervention group comprised 62% females and 38% males, and the control group
comprised 60% females and 40% males. In the two sample groups, the largest age group was

between 18 and 24 years and comprised 45% and 47% of all respondents, respectively. The next



largest age group was the 25 to 34 years one, consisting of 23% of the sample in both groups.
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The most frequent tenure was between 3 to 5 years in both sample groups and constituted 65%

and 60% of the participants, and that was followed by tenure durations of 0 to 2 years. The race

information was not available by group, but the overall company consisted of 60% Caucasian,

18% African American, 6% Asian, 15% Hispanic, and 1% other. The characteristics of each
group in terms of gender distribution, age distribution, and tenure was similar. These

demographics summarized by sample group are shown in Table 4.7.

Table 4.7

Demographics of Groups Including Non-respondents

Intervention Control
Group Group
Factor Frequency Frequency
Gender
Male 38.0% 40.0%
Female 62.0% 60.0%
Age Group (years)
18-24 45.0% 47.0%
25-34 23.0% 23.0%
35-44 13.0% 17.0%
45-54 10.0% 9.5%
55-64 7.0% 3.0%
Above 64 2.0% 0.5%
Tenure (in years)
0-2 20.0% 25.0%
3-5 65.0% 60.0%
More than 5 15.0% 15.0%
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4.3.2 Data Cleaning

As the first step, the survey responses were collated into data sets that were labeled
appropriately to reflect the timeframe of the collection and the group they belonged to. Each data
set consisted of the survey responses by anonymized employees for the 18 scale items
corresponding to the four categories of employee attitudes being studied. The collection
timeframe corresponded to three discrete points of time: January 2020, November 2020, and
May 2022. The group the survey responses belonged to was either Intervention or Control and as
such, the data sets were named (a) 2020 Jan Intervention; (b) 2020 Jan Control; (c) 2020 Nov
Intervention; (d) 2020 Nov Control; (e) 2022 May Intervention; and (f) 2022 May Control.

Within each data set, the individual scale items were labeled with a designation for the
type of scale response (skill seeking, connectedness to goals, career satisfaction, and
organizational climate for performance), a number corresponding to the number of scale items
(1, 2, 3), a designation of the sample group they belonged to (Int, Con), and time when they were
recorded (T1, T2, T3). For example, within each data set, the three items associated with skill-
seeking scales (SS1, SS2, and SS3) for the group for which interventions (Int) were
administered, and data collected during times T1, T2, and T3 were labeled SS1-Int-T1, SS2-Int-
T1, SS3-Int-T1, SS1-Int-T2, SS2-Int-T2, SS3-Int-T2, SS1-Int-T3, SS2-Int-T3, and SS3-Int-T3,
respectively.

The three individual scale item values corresponding to each sample group and collection
period (e.g., SS1-Int-T1, SS2-Int-T1, SS3-Int-T1) were utilized to create a composite score
within every data set. These composite scores were mapped to the associated variable name
called SS-Int-Timel. The variable names corresponded to the composite scores for the responses

associated with (a) each of the four scale types (SS, CD, CS, and OCP); (b) the two sample
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groups (Int and Con); and c) the three time periods for collection (Timel, Time2, and Time3).
The combinations from four scale types, two sample groups, and three collection periods resulted
in 24 variable labels. The names of the variables and the assigned variable number are shown in
Table 4.8. Subsequent tables will illustrate results using the variable numbers.

As the next step in the data cleaning process, each data set's responses were checked to
ensure the respondents acknowledged that they understood the instructions and provided
informed consent to participate in the study. Next, each data set was tested for missing data and
outliers. A check for missing data was performed visually, and the data was examined for
outliers using the Mahalanobis distance test (Kline, 2016). SPSS®29.0.0.0 was used to calculate
the Mahalanobis distance and the chi-square value based on the number of variables in the data
set. The analysis was conducted for each group across the three time periods. The chi-square
values were then compared for significance at the .001 level. (p < .001). The results of the
analysis showed only four outliers, and these are shown in Table 4.8. These outliers were
visually inspected and deemed as fitting a normal response profile. As such, these outliers were
retained in the data set for analysis. The final sample size of the intervention group for Time 1, 2,
and 3 were 166, 151, and 148, respectively, and for the control group for Time 1, 2, and 3 were
154, 147, and 155, respectively.

Table 4.8

Mahalanobis Test

Response Mahalanobis  Chi-Square
Group Number Distance Value
Int- Time2 88 23.93 0.00
Con- Time2 99 19.74 0.00
Int- Time3 109 19.00 0.00

Con- Time3 11 18.17 0.00
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4.3.3 Descriptive Statistics

The next step after completing data cleaning was to examine the descriptive statistics of
the data. The descriptive statistics examined included the minimum, maximum, mean, standard
deviation, skewness, and kurtosis (Hair et al., 2018). The descriptives are shown in Table 4.9.
Table 4.9

Descriptive Statistics

Std. Skewness Kurtosis
Variable N Min. Max. Mean Deviation Statistic Statistic
SS-Int - Timel 166 1.00 5.00 3.64 0.94 -0.48 -0.50
CG-Int - Timel 166 1.20 5.00 3.72 0.87 -0.82 0.25
CS-Int - Timel 166 1.25 5.00 3.75 0.86 -0.85 0.41
OCP-Int - Timel 166 1.00 4.83 3.56 0.93 -0.56 -0.31
SS-Con - Timel 154 1.00 5.00 3.65 0.89 -0.76 0.45
CG-Con - Timel 154 1.20 5.00 3.73 0.86 -0.56 -0.18
CS-Con - Timel 154 1.25 5.00 3.78 0.80 -0.59 -0.02
OCP-Con-Timel 154 1.17 5.00 3.65 0.92 -0.80 0.32
SS-Int - Time2 151 2.33 5.00 4.14 0.60 -0.67 0.03
CG-Int - Time2 151 1.40 5.00 3.94 0.69 -0.67 0.15
CS-Int - Time2 151 1.00 5.00 3.96 0.70 -0.77 0.96
OCP-Int - Time2 151 1.40 5.00 3.94 0.69 -0.67 0.15
SS-Con- Time2 147  1.00 5.00 3.78 0.90 -0.71 0.05
CG-Con- Time2 147  1.40 5.00 3.91 0.77 -0.85 0.65
CS-Con- Time2 147  1.00 5.00 3.82 0.85 -0.76 0.36
OCP-Con- Time2 147  1.17 5.00 3.88 0.81 -0.95 0.84
SS-Int- Time3 148 1.33 5.00 3.87 0.85 -0.94 0.62
CG-Int- Time3 148 1.33 5.00 4.06 0.65 -0.97 0.98
CS-Int- Time3 148  1.67 5.00 3.96 0.76 -0.92 0.17
OCP-Int- Time3 148 1.50 5.00 4.07 0.71 -0.75 0.18
SS-Con- Time3 155 1.00 5.00 3.81 0.85 -0.73 0.38
CG-Con- Time3 155 1.17 5.00 3.95 0.71 -0.88 1.02
CS-Con- Time3 155 1.33 5.00 3.78 0.82 -0.65 0.02
OCP-Con- Time3 155 1.25 5.00 3.86 0.78 -0.94 1.08

Note. SS = Skill Seeking. CG = Connectedness to Goals. CS = Career Satisfaction.
OCP = Organizational Climate for Performance.
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The descriptive statistics were first visually examined to compare the means within each
type of scale response and between the two groups before being tested statistically. The visual
graph is shown in Appendix L. For the intervention group, SS registered an increase from T1
(3.64) to T2 (4.14) and then dropped in T3 (3.87). For the control group, SS increased slightly
and then remained largely flat from T1 (3.65) to T2 (3.78) and T3 (3.81). For the intervention
group, CG registered an increase from T1 (3.72) to T2 (3.94) and continued to increase in T3
(4.06). For the control group, CG made a more modest increase from T1 (3.73) to T2 (3.91) and
T3 (3.95). CS registered a modest increase from T1 (3.75) to T2 (3.96) and then stayed flat in T3
(3.96) for the intervention group. For the control group, CS stayed flat from T1 (3.78) to T2
(3.82) to T3 (3.78). Finally, OCP registered a strong increase from T1 (3.56) to T2 (3.94) and
increased further in T3 (4.07). However, for the control group, OCP made a more modest
increase from T1 (3.65) to T2 (3.88) to T3 (3.86).

4.3.4 Reliability and Correlations

The next step was to assess the reliability of the scale responses for the 24 variables.
Cronbach’s alpha was calculated for each scale and is shown along the diagonal in Table 4.10.
The reliability values for skill-seeking (Table 4.10 variable numbers 1, 5, 9, 13, 17, and 21)
range between 0.70 to 0.77. Similarly, the reliability values for connectedness to goals (Table
4.10 variable numbers 2, 6, 10, 14, 18, and 22) range between 0.77 to 0.82. The reliability values
for career satisfaction (Table 4.10 variable numbers 3,7,11,15,19, and 23) range between 0.70
and 0.78, and the ones for organizational climate for performance (Table 4.10 variable numbers
4,8, 12, 16, 20, and 24) range between .79 and 0.88. Cronbach’s alpha values for all scales were
consistent across the time periods and exceeded the value of .70, which suggested good scale

reliability for all the instruments used in the study (Hair et al., 2011).
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The correlations among variables are presented in Table 4.10. Skill seeking,
connectedness to goals, career satisfaction, and organizational climate for performance for the
intervention group for Time 1 show a high correlation. This correlation may be due to the
possibility that an employee with a particular set of employee attitudes around skill-seeking will
have similar attitudes around the other three groups of scale responses for the same data
collection period. Similarly, skill seeking, connectedness to goals, career satisfaction, and
organizational climate for performance for the control group for Times 1, 2, and 3 show high
correlations between the clusters. By contrast, correlations outside these clusters are non-
existent. Since we anonymized the data, employee number 1 in one data set is distinct from
employee number 1 for a different data set. Given that they are distinct employees, the

correlation between them is non-existent.
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Table 4.10

Correlation Table

1. SS-Int - Timel g7

2. CG-Int - Timel 71" 84

3. CS-Int - Timel 72" 82" .78

4. OCP-Int - Timel 80" .75° 73" 88

5. SS-Con - Timel -14 -03 -08 -.02 g2

6. CG-Con - Timel -12 -04 -12 -.08 78" .82

7.CS-Con - Timel -12 -09 -12 -.07 63" 66" .74

8. OCP-Con - Timel -13 -06 -.07 -.08 74" 85" 67" .88

9. SS-Int - Time2 -06 -07 .00 -01 12 .07 16" .01 .70

10. CG-Int - Time2 -11 -07 -01 .03 15 10 257 .07 557 .80

11. CS-Int - Time2 -10 -13 -.07 .02 12 .08 217 .07 54 727 .70

12. OCP-Int - Time2 -11 -07 -01 .03 A5 10 257 07 557 90 .72° .80
13. SS-Con- Time2 A3 .09 .12 14 -02 01 .01 .03 .14 15 .15 15
14. CG-Con- Time2 .04 02 .05 .07 09 03 01 .04 04 .03 .05 .03
15. CS-Con- Time2 -04 -09 -03 .01 11 13 14 14 177 10 .15 .10
16. OCP-Con- Time2 .00 -04 01 .06 12 08 .10 .11 13 11 A7 11
17. SS-Int- Time3 -03 -17 -13 -.15 .07 -03 -09 .03 -04 -02 -06 -.02
18. CG-Int- Time3 05 11 .04 .16© -04 -05 -05 -07 -02 .05 .07 .05
19. CS-Int- Time3 12 10 .06 .22° -03 .02 .03 .00 -01 .07 .08 .07
20. OCP-Int- Time3 06 11 .03 .17 03 06 06 .07 .04 1211 .09 .11
21. SS-Con- Time3 .00 -17 -10 -14 -01 -07 -13 .01 -05 .01 -04 .01
22. CG-Con- Time3 -14 -09 -14 -08 .05 .07 .10 .10 -12 -09 -06 -.09
23. CS-Con- Time3 .01 .06 .02 .05 16" 13 12 177 -12 -05 -04 -.05
24. OCP-Con- Time3 .02 04 -02 -01 -02 -01 .01 .10 -11 -06 -.08 -.06
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13 14 15 16 17 18 19 20 21 22 23 24
13. SS-Con- Time2 74
14. CG-Con- Time2 71 .80
15. CS-Con- Time2 78° 718" .79
16. OCP-Con- Time2 777 76" 86" .86
17. SS-Int- Time3 -.05 .06 .03 -05 .77
18. CG-Int- Time3 -.02 -.09 -.03 -10 -11 .81
19. CS-Int- Time3 -.04 -.15 -.10 =11 -15 64" .78
20. OCP-Int- Time3 .01 -.04 .03 -09 -.02 77" 59" .78
21. SS-Con- Time3 -.05 .06 .03 -05 .90 -11 -15 -.02 .70
22. CG-Con- Time3 -.07 -.08 -.07 -.08 -.03 -11 -07 -.14 .00 g7
23. CS-Con- Time3 -.01 -.07 -.04 -01 -.02 -14 -13  -.17 .00 66" 72
24. OCP-Con- Time3 .06 -.05 24" 25" .07 -17 -20 -.22 .10 64" 720 .79

Note

. * Correlation is significant at the p < .05 level two tailed. Cronbach’s Alphas are reported along the diagonal. SS = Skill
Seeking. CG = Connectedness to Goals. CS = Career Satisfaction. OCP = Organizational Climate for Performance.
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4.3.5 Measurement Model

Next, data was loaded into AMOS, and a four-factor correlated model was created and
analyzed. The model is shown in Figure 4.3. Time 1 combined data for both groups was used to
calculate the estimates for the model. | used the data from Time 1 as the two groups were
homogenous at this point and not impacted by the intervention. The output data “assessment of
normality” was examined for the kurtosis and critical value of the items. Multivariate normality
was not met for the raw data with a Mardia statistic of 5.4 and a critical ratio of 1.8 (p <.05).
Therefore, a 2,000-case bootstrapping procedure at the 95% confidence level was performed
(Kline, 2016). The results indicated that non-bootstrapped estimates were not substantively
different compared to bootstrapped estimates. Consequently, data were considered to be
multivariate normal, and non-bootstrapped estimates were reported (Kline, 2016).

The goodness of fit for the measurement model was determined based on the following
cut-off criteria: (a) the root mean squared error of approximation (RMSEA) <.08; (b) the
standardized root mean square residuals (SRMR) <.08; and (c) the comparative fit index (CFI) >
.90 (Kline, 2016). The four-factor correlated model (M1) provided an adequate fit for the data
(RMSEA = .012, SRMR =.0259, CFI = .997). For model 1, the composite reliability scores (CR;
.73 - .90) were above the recommended .6 threshold, demonstrating reliability (Bagozzi & Vi,
1988; see Table 4.12). As a further assessment of the measurement model fit of model 1, the
factor loadings of all items were evaluated. Factor loadings of all items should be above the
minimum threshold of 0.5 to indicate convergent validity (Kline, 2016). For model 1, the factor
loadings were close to but below the 0.5 value, indicating that convergent validity was an issue.
Several correlations between the factors were lower than the square root of the AVE for

individual factors, indicating an issue with discriminant validity (Bagozzi & Yi, 1988).
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Additionally, several of the correlation coefficients between variables were above 0.8, suggesting
the presence of multicollinearity (Graham et al., 2003).

Two additional models were run to test for common method variance (Podsakoff et al.,
2003). First, a model with all items loading onto one factor called the Harman model (M2) was
created. The Harman model is shown in Figure 4.4. This model did not fit the data well and
resulted in a decreased fit compared to Model 1 (Ay?[6] = 41.3, p <.001). The better fit of model
1 versus the Harman model indicated that common method variance was not an issue (Podsakoff
et al., 2003). Next, a model was created with an unmeasured latent variable added to model 1.
All items were loaded onto an additional, unmeasured latent factor construct, and the 18-factor
loadings from the latent marker variable to the substantive variables were constrained to be
equal. The unmeasured latent factor model (M3) is shown in Figure 4.5. A better fit of the
unmeasured latent method factor model over the model without the latent construct would
signify the presence of common method variance (Richardson et al., 2009). M3 did not result in
a better fit compared to M1 (Ay?[1] = 4.5, p =.03), which provided support for the notion that the
common method variance was not an issue.
Figure 4.3

Model 1-SPSS AMOS Diagram for Four-factor Model
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Model 2-SPSS AMOS Diagram for Harman Model
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Figure 4.5

Model 3-SPSS AMOS Diagram for Unmeasured Latent Factor Model
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Table 4.11

SEM Model Fit Indices for Models 1, 2, and 3

Model
2 comp.
Model (M) % df  RMSEA(90%Cl) SRMR CFI AIC  BIC ACR LRofAx P
M1: 4-factor 4L3,
' 135.30 129 .01 (.00 - .03) 0.02 0.99 219.30 377.60 0 df = 6, vs. M2
Model _
p =0.00
M2: Harman's
single-factor 176.60 135 .03 (.01 - .04) 0.03 0.98 248.60 384.30 0
Model
wr?r:neasured 4.50,
139.80 128 .01 (.00 - .03) 0.03 0.99 22182 383.85 0 df =1, vs. M1
latent factor _
Model p=003

Note. df = degrees of freedom. RMSEA = root mean square error of approximation. SRMR = standardized root mean square residual.
CFI = comparative fit index. AIC = Akaike information criterion. BIC = Bayes Information Criterion. ACR = absolute correlation
residuals. LR = likelihood ratio test.



154

Table 4.12

Implied Correlations, Average Variance Extracted (AVE), and Composite Reliability (CR) for
M1

Variable SS CG CS OCP
SS 0.69

CG 0.95 0.80

CS 0.91 0.95 0.66

OCP 0.96 0.93 0.87 0.74
CR 0.74 0.90 0.75 0.85
AVE 0.48 0.49 0.43 0.54

Note. Square root of AVE along the diagonal. SS = Skill Seeking.
CG = Connectedness to Goals. CS = Career Satisfaction.
OCP = Organizational Climate for Performance.

Given the high level of multicollinearity between the variables of the measurement
model, the next step in the data analysis process was to create one combined variable using the
four dependent variables and compare the value for the three time periods. The details are
provided in the next section.

4.3.6 ANOVA Analysis

A repeated measure analysis of variance (ANOVA) was conducted to compare the effects
of SBPM at Time 1, 2, and 3. For the analysis, a single combined dependent variable was created
using the four dependent variables (skill seeking, connectedness to goals, career satisfaction, and
organizational climate for performance). The results of the ANOVA are presented in Table 4.13.
The results show a statistically significant difference in the combined variable for Time 1 (3.68),

Time 2 (3.92), and Time 3 (3.91; F =11.24, df = 2, p = .00).
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Table 4.13

ANOVA Results for the Combined Variable

Sum of

Squares df Mean Square F Sig.
Between Groups 11.68 2 5.84 11.24 0.00
Within Groups 477.00 918 0.52
Total 488.68 920

The result suggests that the mean score for the combined attitudinal variable changed
significantly over time. In order to identify the source of the significant difference in the
combined variable, post hoc tests were utilized. A MANOVA was conducted as a follow-up test

to the ANOVA. The details are presented in section 4.3.8.

4.3.7 MANOVA Requirements and Assumptions Testing

In order to use the MANOVA test, assumptions regarding the data must be verified (Field,
2018). The assumptions are (a) there must be two or more continuous dependent variables; (b)
the independent variable must consist of two or more categorical, independent groups; (c)
independence of observations must exist; (d) adequate sample size must be present; (e) data must
be multivariate normal for each of the independent variable groups; (f) there must be an absence
of multicollinearity; (g) there must a linear relationship between the dependent variables for each
group of the independent variable; (h) there must be an absence of outliers in the data for each
dependent variable; and (i) there must be homogeneity of variance-covariance matrices
(Tabachnick & Fidell, 2006). Before conducting the multivariate analysis of variance tests, these
assumptions for using MANOVA were investigated. Some assumptions were examined with
general observation, while others were investigated using SPSS® Statistics 29.0.0.0. The results

of the assumptions testing are as follows:
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Continuous Dependent Variables- MANOVA assumes two or more continuous dependent
variables. This assumption is met, as the four dependent variables in this study are measured
at the interval level. These are the skill-seeking orientation, connectedness to goals, career
satisfaction, and organizational climate for performance survey scores measured pre-
intervention and post-intervention.
Categorical Independent Variables- This assumption is satisfied as the independent variables
in this study (SBPM and time) are categorical. For SBPM, the categorical groups are
intervention and control, and for time, the groups are Time 1, Time 2, and Time 3.
Independence of Observations- The observations are independent because no respondent is
included in the intervention and control groups. In other words, every respondent is either in
the intervention or control groups but never in both.
Adequate Sample Size- For a multivariate analysis of variance to be viable, there must be an
adequate sample size. G*Power was used to calculate the sample size required to compare
the two groups with a 95% confidence level and a 5% margin of error. The analysis showed
that 66 respondents would be the minimum sample size necessary to achieve the desired
power to conduct a MANOVA test to compare the two groups on pre- and post-measures.
For the study, the sample size of the intervention group for Time 1, 2, and 3 were 166, 151,
and 148, respectively, and the sample size for the control group for Time 1, 2, and 3 were
154, 147, and 155, respectively. Hence, the sample size was adequate, and this assumption
IS met.
Lack of Univariate Outliers- The data was tested to determine if each group was free of
univariate outliers. To determine if there were univariate outliers associated with the

intervention group and the control group, the data was examined using the Mahalanobis
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distance test for each dependent variable (Kline, 2016). SPSS®29.0.0.0 was used to
calculate the Mahalanobis distance and the associated chi-square value. The analysis results
showed only four outliers, which are displayed in Table 4.8. These outliers were visually
inspected and deemed as fitting a normal respondent profile. Thus, it was determined that
the outlier scores were likely accurate and should be kept rather than deleted.

6. Multivariate Normality- The data was tested for multivariate normality by conducting the
Shapiro-Wilk Test of normality. Table 4.14 shows the Shapiro-Wilk statistic for each
variable for the intervention and control groups. Based on the analysis, all the variables
violated the assumption of normality with a significance level less than .05 (p < .05).
However, the descriptive statistics of the data (Table 4.9) show the skewness and kurtosis
values for the majority of the variables to be between -1 and 1. The values for asymmetry
and kurtosis between -2 and +2 are considered acceptable in order to prove normal
distribution (George & Mallery, 2010). Multivariate normality “can be violated to a
significant degree without seriously affecting the validity of the p values or the powers of
the MANOVA tests” (O’Brien & Kaiser, 1985, p. 331). Based on these results, this
assumption is satisfied for this data.

Table 4.14

Shapiro-Wilk Summary of Normality

. Shapiro Wilkes Statistic df Sig.

Variable

SS-Int- Timel 0.93 173 <.001
CG-Int- Timel 0.94 173 <.001
CS-Int- Timel 0.93 173 <.001
OCP-Int- Timel 0.94 173 <.001
SS-Con- Timel 0.95 160 <.001
CG-Con- Timel 0.93 160 <.001

CS-Con- Timel 0.94 160 <.001



Table 4.14 cont.

Variable Shapiro Wilkes Statistic df Sig.

OCP-Con- Timel 0.93 160 <.001
SS-Int- Time2 0.94 161 <.001
CG-Int- Time2 0.92 161 <.001
CS-Int- Time2 0.94 161 <.001
OCP-Int- Time2 0.92 161 <.001
SS-Con- Time2 0.93 156 <.001
CG-Con- Time2 0.93 156 <.001
CS-Con- Time2 0.93 156 <.001
OCP-Con- Time2 0.93 156 <.001
SS-Int- Time3 0.91 148 <.001
CG-Int- Time3 0.93 148 <.001
CS-Int- Time3 0.90 148 <.001
OCP-Int- Time3 0.95 148 <.001
SS-Con- Time3 0.92 155 <.001
CG-Con- Time3 0.93 155 <.001
CS-Con- Time3 0.94 155 <.001
OCP-Con- Time3 0.95 155 <.001

Note. SS = Skill Seeking. CG = Connectedness to Goals. CS = Career Satisfaction. OCP =

Organizational Climate for Performance.
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7. Linearity- The presence of linear relationships between each pair of the dependent variable

(skill-seeking orientation, connectedness to goals, career satisfaction, and organizational

climate for performance) for each group (intervention and control) was evaluated through the

creation and analysis of scatterplot matrices (Ntumi, 2021). Each pair of dependent variables

was compared using a scatterplot with a line of best fit for each pair of variables. In general,

linearity is present if the data points move along the continuum with the line of best fit. If the

dependent variables are not linear, a MANOVA test can be conducted. However, the power

of the test is reduced. For this data set, the variables were quite linear, with minimal data

points far removed from the line of best fit. Overall, each set of dependent variables showed

a linear relationship, which could be acceptable for MANOVA.
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8. Multicollinearity- For a MANOVA test to work well, the dependent variables must be
correlated but not too closely related. Moderate correlations to stronger correlations not
exceeding 0.90 are desirable (Laerd Statistics, 2023). In order to test this assumption,
correlations were run in SPSS®29.0.0.0. The results of this analysis are shown in Table 4.12
and reveal strong correlations for all dependent variables. Based on these results, there are
violations related to multicollinearity with this data. An ANOVA analysis was conducted
with a combined dependent variable to overcome this violation. As presented in Table 4.13,
the results of the repeated ANOVA test indicated significant differences in the combined
dependent variable.

9. Homogeneity of Variance-Covariance- This test examines whether the variables studied are
similar for the intervention and control groups. Box’s M test was conducted to test the
homogeneity of variance-covariance matrices (Fujikoshi, 2002). This test is considered
highly sensitive; hence, the significance of this test is determined at the o. = .001 level
(Ntumi, 2021). The results of the Box’s M test are shown in Table 4.15. The analyses
revealed no variance-covariance homogeneity for the MANOVA data set as assessed by
Box’s M (p < .001). Not having homogeneity of variances and correlations is problematic if
the sample sizes of the independent groups are unequal, but for equal or nearly equal group
sizes, MANOVA is acceptably robust to this assumption (O’Brien & Kaiser, 1985). In my
study, the group sizes are nearly equal; hence, this issue of non-homogeneity of variances

and correlations would not be a relevant concern.
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Table 4.15

Box’s M Test of Equality of Covariance Matrices

Box's M
Analysis Statistic Sig.

Box's
M Between Time periods 2528.66  <.001
Between Intand Con 364142 <.001

After the MANOVA assumptions were tested, the data set was deemed acceptable for
analysis. A multivariate analysis of variance was then run in SPSS® Statistics 29.0.0.0 to address
the study's hypotheses. The results are presented in the next section.

4.3.8 Hypothesis Testing

Before testing the hypotheses, | verified whether there were any significant differences
between the intervention group and control group regarding the mean scores on the study
variables at Time 1. The summary of descriptive statistics of the study variables for MANOVA
can be found in Table 4.16. The table shows that each variable's mean scores at Time 1 are
similar (skill seeking- 3.64 and 3.65, connectedness to goals-3.72 and 3.73, career satisfaction-
3.75 and 3.78, and organizational climate for performance- 3.56 and 3.65).

Table 4.16

Summary of Descriptive Statistics for MANOVA

Dependent . Std.
Variable Group  Time Mean deviation
SS 1 1 3.64 0.94 166

2 4.14 0.60 151




Table 4.16 cont.

Dependent . Std.
Vgriable Group Time Mean deviation
3 3.87 0.85 148
2 1 3.65 0.89 154
2 3.78 0.9 147
3 3.81 0.85 155
CG 1 1 3.72 0.87 166
2 3.94 0.68 151
3 4,06 0.65 148
2 1 3.73 0.86 154
2 3.91 0.77 147
3 3.95 0.71 155
CS 1 1 3.75 0.86 166
2 3.96 0.70 151
3 3.96 0.76 148
2 1 3.78 0.80 154
2 3.82 0.85 147
3 3.78 0.82 155
OCP 1 1 3.56 0.93 166
2 3.94 0.68 151
3 4.07 0.71 148
2 1 3.65 0.92 154
2 3.88 0.81 147
3 3.86 0.78 155

Note. SS = Skill Seeking. CG = Connectedness to Goals. CS = Career Satisfaction. OCP =

Organizational Climate for Performance
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To test the hypotheses of the study, | conducted a one-way repeated measures MANOVA

with time (Timel, Time 2, and Time 3) and group type (control and intervention) as the

independent variables and the four employee attitudes- skill-seeking orientation, connectedness

to goals, career satisfaction and organizational climate for performance as the dependent

variables. The results of this analysis are shown in Table 4.17. The main effect was assessed with

the Wilks’ lambda statistic. The results show a multivariate significant effect of time, Wilk’s
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Lamda F (8, 1824) = 8.05, p <.001, partial 2= 0.03, and time and group interaction, Wilk’s
Lamda F (8, 1824) = 3.41, p <.001, partial n? = 0.02 indicating that the combined employee
attitudes became more robust over time. A partial n? value of 0.01 is small, 0.06 is medium, and
0.14 is large (Cohen, 1988). Therefore, the effect size of 0.02 is small.

Table 4.17

Main and Interaction Effects of Group and Time

Observed
Effect Source F df Sig.  Partial n° Power
Between-participants  Group 1.84 4 0.118 0.00 0.56
Within participants Time 8.05 8 <.001 0.03 1.00
Group * Time 341 8 <.001 0.02 0.98

The results of the hypotheses testing are shown in Table 4.18. The first hypothesis (H1)
posited that the mean employee skill-seeking orientation would be higher post-implementation of
a bundle of SBPM compared to pre-intervention relative to the comparison group. The results
from the univariate test indicated that skill seeking was significant F (2, 915) = 3.86, p = .02,
partial 12 = .08. Hence, H1 is supported. The second hypothesis (H2) postulated that the mean
employee connectedness to goals would be higher post-implementation of a bundle of SBPM
compared to pre-intervention relative to the comparison group. The univariate test for employee
connectedness to goals, F (2, 915) = 0.51, p = .59, partial > = .01, was nonsignificant, hence H2
is not supported. The third hypothesis (H3) suggested that the mean employee career satisfaction
will be higher post-implementation of a bundle of SBPM compared to pre-intervention relative
to the comparison group. The results from the univariate test showed non-significance (F (2,
915) = 1.48, p = .23, partial n? = .03) and hence H3 is not supported. The fourth hypothesis (H4)

posited that the mean employee perceptions of organizational climate for performance would be
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higher post-implementation of a bundle of SBPM compared to pre-intervention relative to the
comparison group. The univariate tests F (2, 915) = 2.71, p = .06, partial n? = .06 bordered on
but did not achieve significance; hence H4 is not supported.

Table 4.18

Interaction Effect on Each Dependent Variable

Type Il
Sum of Mean Partial  Observed
Effect Source  Squares df Square F Sig. n? Power
Group * Time SS 5.51 2 275 3.86 0.02 0.08 0.70
CG 0.60 2 030 0.51 059 0.01 0.13
CS 1.88 2 094 1.46 0.23 0.03 0.34
OCP 3.59 2 179 2.71 0.06 0.06 0.53

Note. SS = Skill Seeking. CG = Connectedness to Goals. CS = Career Satisfaction. OCP =
Organizational Climate for Performance

Given the significant MANOVA result of the skill-seeking variable, Tukey's HSD
multiple comparisons test was performed. Post hoc comparisons, using Tukey’s HSD test for the
intervention group, showed that the means of the skill-seeking variable for Time 1, Time 2, and
Time 3 were significantly different. This result suggests that the implementation of SBPM had a
positive impact on employees’ skill-seeking attitude initially and then dipped slightly. For the
control group, the means of the skill-seeking variable for Time 1 and Time 2 and Time 1 and 3
were significantly different. This indicates that for the control group, too, the skill-seeking
attitude increased even though they were not the direct beneficiaries of the program. Post hoc
comparisons for the intervention and control groups combined indicated that the means of the
skill-seeking variable for Time 1 and Time 2 and Time 1 and 3 were significantly different. This

result suggests that the implementation of SBPM had a positive impact on employees’ skill-
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seeking attitude over the time period. There was no significant decrease between Time 2 and

Time 3, but the attitude was stable. These results are shown in Tables 4.19, 4.20, and 4.21 below.

Table 4.19

Tukey’s Post Hoc Analysis for Skill Seeking for the Intervention and Control Groups Combined

Sgﬁzg?gnt Time Frame Mean Difference Esrtrdc;r Sig.
SS Time 1 -Time 2 0.32 0.06 0.00
Time 1-Time 3 0.19 0.06 0.01
Time 2-Time 3 0.12 0.06 0.19

Note. SS = Skill Seeking.

Table 4.20

Tukey’s Post hoc Analysis for Skill Seeking for the Intervention Group

Dep_endent Time Frame Mean Difference Sta, Sig.
Variable Error
SS Time 1 -Time 2 0.49 0.09 0.00
Time 1-Time 3 0.23 0.09 0.03
Time 2-Time 3 -0.26 0.09 0.01
Note. SS = Skill Seeking.
Table 4.21
Tukey’s Post Hoc Analysis for Skill Seeking for the Control Group
Dep_endent Time Frame Mean Difference Sta, Sig.
Variable Error
SS Time 1 -Time 2 0.31 0.08 0.00
Time 1-Time 3 0.19 0.08 0.05
Time 2-Time 3 0.12 0.07 0.17

Note. SS = Skill Seeking.
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4.3.9 Manipulation Check

For my study, a manipulation check was conducted using a managerial behavior
measurement. The Performance Management Behavior Questionnaire (PMBQ) scale was
administered to the employees before (January 2020) and after (May 2022) the intervention. The
PMBQ questionnaire was administered to all employees, which spanned both the intervention
and control groups. The PMBQ questionnaire consisted of six dimensions: goal setting,
communication, feedback, coaching, providing consequences, and monitoring performance
expectations. Cronbach’s alpha values for all dimensions were calculated for the pre-intervention
(Time 1) and post-intervention (Time 2) responses. The Cronbach’s alpha values for goal setting,
communication, feedback, coaching, providing consequences, and monitoring performance
expectations, respectively, for pre-intervention (0.83, .086, 0.83, 0.81, 0.69, 0.76) and post-
intervention (0.83, .082, 0.84, 0.79, 0.68, 0.77) were consistent.

After the data was retrieved, it was checked for consent and cleaned. A one-way ANOVA
was conducted to compare whether SBPM interventions by managers could be associated with
changes in perceptions of managerial behaviors at the two time periods. The results of the
ANOVA are presented in Table 4.22. The results show a statistically significant difference in the
mean PMBQ value (F =2.17, p = .01) from Time 1 to Time 2. The result suggests that even
though the sample included both intervention and control group employees since the mean score
increased for both groups on average, we can infer that the performance management behavior of
the managers changed between the two time periods. It is possible that managerial behaviors
improved across all employees due to managerial coaching associated with delivering the SBPM
intervention. Such improved managerial behavior permeated across interactions with employees

in both groups. Higher PMBQ values for both groups are likely because of diffusion — the
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managerial coaching provided to managers to deliver SBPM for the intervention group also
resulted in better managerial behaviors with employees in the control group. It is possible that a
spillover of behaviors resulted in a contaminated effect on the control group as they received
residual benefits from the managers even if they were not the intended direct beneficiaries of
SBPM. This contamination could result in masking the differences in outcomes between the
control and treatment groups and pose a threat to internal validity.

Table 4.22

ANOVA Results for the Performance Management Behavior Questionnaire

Sum of

Squares df Mean Square F Sig.
Between Groups 2.17 1 2.17 7.26 0.01
Within Groups 9.57 32 0.29
Total 11.74 33

Next, descriptive statistics were tested, and histograms of the Time 1 and Time 2
responses were created to examine the frequency distribution of responses. The descriptive
statistics are shown in Table 4.23. The mean value increased from Time 1 (3.62) to Time 2
(4.12). The histograms of the Time 1 and Time 2 scores are shown in Figure 4.6 and Figure 4.7,
respectively. A chi-square goodness of fit test is traditionally used to test if a sample belongs to a
normal distribution (Lemeshko, 2015). The chi-square goodness-of-fit test on the Time 1
response showed that the response distribution was consistent with a normal distribution. (32 =
3.30; df = 5; p = .65). For the Time 2 responses, even though visually, the histogram looks non-
normal due to the negative skew, the p-value for the Chi-square goodness-of-fit results was

slightly higher than .05 (x* = 10.14; df = 5; p = .07) indicating that the distribution was normal.
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Comparing the two graphs, it is evident that the respondents made an upward shift that hit the top
of the scale. This again illustrates the possibility of improved managerial behaviors associated

with the performance management intervention.

Table 4.23

Descriptive Statistics of PMBQ

Std. Std. Std.
Variable Mean Deviation  Skewness Error Kurtosis Error
Time 1 3.62 0.94 0.06 0.38 0.60 0.75
Time 2 4.12 0.60 -0.48 0.35 -0.47 0.69

Note. Time 1 = January 2020 time frame. Time 2 = May 2022 time frame

Figure 4.6

Histogram of Time 1 Responses
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Figure 4.7

Histogram of Time 2 Responses
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Post hoc tests of the sub-scales of the PMBQ indicated that communication, feedback,
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coaching, providing consequences, and establishing/monitoring performance expectations were

significant. These results are shown in Table 4.24. These results further emphasize that the

respondents made an upward shift in their assessment of managerial behaviors across the time

periods.

Table 4.24

Post hoc Results for Subscales of the Performance Management Behavior Questionnaire

Sum of Mean Partial
Variable Squares df Square F Sig. n?

Goal Setting 5.22 1 5.22 789 0.06 0.08
Communication 5.53 1 5.53 553 0.03 0.10
Feedback 4.73 1 4.73 473 002 0.14
Coaching 8.38 1 8.38 838 001 021
Providing Consequences 3.83 1 3.83 3.83 0.05 0.09
Establishing/Monitoring
performance expectations 6.34 1 6.34 6.34 0.01 0.18
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4.3.10 Additional Post Hoc Testing

Since the significance of the organizational climate for performance was at a borderline
level, a relaxed post hoc Tukey’s test at a 0.1 level was conducted. Results for the intervention
group, control group, and both groups combined indicated that the mean values for Time 1 and
Time 2 and Time 1 and Time 3 were significantly different, while the value was stable between
Time 2 and 3. These results are shown in Tables 4.25, 4.26, and 4.27 below.

Table 4.25

Tukey’s Post Hoc Analysis for Organizational Climate for Performance for the Intervention and
Control Groups Combined

Dependent . . Std, .

Variable Time Frame Mean Difference Error Sig.

OCP Time 1 -Time 2 0.30 0.06 <.001
Time 1-Time 3 0.36 0.06 <.001
Time 2-Time 3 0.05 0.06 0.71

Note. OCP = Organizational Climate for Performance

Table 4.26

Tukey’s Post Hoc Analysis for Organizational Climate for Performance for the Intervention
Group

Dependent . . Std, .

Variable Time Frame Mean Difference Error Sig.

OCP Time 1 -Time 2 0.38 0.08 <.001
Time 1-Time 3 0.51 0.08 <.001
Time 2-Time 3 0.12 0.08 0.34

Note. OCP = Organizational Climate for Performance
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Table 4.27

Tukey’s Post Hoc Analysis for Organizational Climate for Performance for the Control Group

Dependent . . Std, .

Variable Time Frame Mean Difference Error Sig.

OCP Time 1 -Time 2 0.25 0.08 <.001
Time 1-Time 3 0.30 0.08 0.05
Time 2-Time 3 0.12 0.08 0.17

Note. OCP = Organizational Climate for Performance
In summary, the results showed that the skill-seeking variable was the only one impacted
by the SBPM intervention, and H1 was the only hypothesis supported. In chapter five, a

discussion of the results, implications to research and industry, as well as limitations and future

research ideas, will be discussed.
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CHAPTER 5

DISCUSSION AND IMPLICATIONS

In this chapter, I present the discussion and implications of the results of my study. The
primary purpose of this study was to determine the impact of skill-based performance
management (SBPM) on proximal variables around employee attitudes and the organizational
climate for performance. This chapter is organized into four sections. The results from the data
analysis shown in Chapter 4, along with their association with relevant literature, are presented
first. Next, the limitations of the study and suggestions for future research are proposed. Then,
the implications for research and practice are discussed, followed by concluding remarks.

5.1 Summary of Results

The purpose of this quasi-experiment in a field setting was to determine if the
implementation of skill-based performance management had any effect on employee attitudes
and the organizational climate for performance. The SBPM intervention was administered to one
group, with the remaining set of employees serving as the control group. | surveyed both groups
of employees on three employee attitudes and the organizational climate for performance before
and after the intervention.

The survey | utilized comprised questions that the company had optimized for their
internal usage. The scales in the survey were compared to similar scales from published literature
to establish a theoretical basis. | administered the two sets of survey scales utilizing the online
survey platform Qualtrics® to an MTurk® population. Statistical tests demonstrated the

comparability of the company scale to published scales.
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A multivariate analysis of variance was conducted with time (before and after
intervention) and group type (intervention vs. control) as the independent variables and the
employee attitudes: skill-seeking orientation, connectedness to goals, career satisfaction, and
organizational climate for performance as the dependent variables. The results indicated a
significant difference between the groups on the combined dependent variable. This result aligns
with prior research on employee attitudes, given performance management processes as inputs
(Alfes et al., 2013; Boselie et al., 2005; Brown et al., 2019; Petrescu & Simons, 2008; Wright et
al., 2003). Additional tests were done to examine which dependent variable had the most effect
on the overall significance. Employee attitudes around skill-seeking orientation showed a
significant difference between the groups, while the other two attitudes, as well as the
organizational climate for performance, did not show a significant difference between the

groups. These results will be discussed in the next sections.

5.1.1 Hypothesis 1

The first hypothesis (H1) posited that the mean employee skill-seeking orientation would
be higher post-implementation of a bundle of SBPM compared to pre-intervention relative to the
comparison group. The results from the MANOVA testing indicated that the skill-based
performance management intervention led to a significant improvement in employee attitudes
toward skill-seeking behavior.

There is a strong theoretical basis for why employee attitudes towards skill-seeking
orientation may be higher after the intervention associated with skill-based performance
management. Skill-based programs often result in employees understanding what skill attributes
are essential for their roles and how they contribute to organizational success, and as such, they

are more motivated to seek out opportunities to develop and improve those skills (Murray &
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Gerhart, 1998). Second, as a part of SBPM, managers can pinpoint employees’ skill gaps to meet
the evolving skill needs for jobs in the organization, which further helps reduce skill gaps and
accomplishes person-skill fit (Chalutz-Ben Gal, 2023). Such an effort by managers and
organizations encourages employees to engage in skill-seeking behaviors. Finally, skill-based
performance management is linked to career development and advancement opportunities, as
skill-based performance management emphasizes continuous learning and development.
Employees recognize that developing new skills can open doors to promotions and more
significant responsibilities, further motivating them to seek skill enhancement. Benefits around
skill growth for individuals offer potentially better pay opportunities, leading to positive attitudes
toward skill development (Lee et al., 1999).

Post hoc comparisons indicated that the implementation of SBPM positively impacted
employees’ skill-seeking attitudes between January 2020 and November 2020. While the control
group registered an increase, the intervention group registered an even greater increase in
average skill-seeking attitudes than the control group. This indicates that the skills intervention
did register an improvement in skill-seeking attitudes immediately for the intervention group
compared to the control group.

While attitudes were greater in May 2022 compared to measurements before the
introduction of interventions in January 2020, this change in attitudes was not monotonic.
Between November 2020 and May 2022, there was, in fact, a decrease in employees’ skill-
seeking attitudes for the intervention group. One possible explanation for this decline in skill-
seeking attitudes is that the company chose to not prioritize skills-related elements of SBPM,
given that it was focused on navigating through the pandemic during this period. Despite this

decrease, the skill-seeking attitudes in May 2022 were superior to where they began in January
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2020, which suggests a more positive takeaway — that improvements in these attitudes are indeed
a stable, enduring response for almost two and a half years even with just one round of SBPM
treatment administered in January 2020. Even this one intervention, perhaps, sets up employees
for potentially improving their flexibility and capabilities due to broader and deeper skill
development and hopefully for a career that leverages their skill-seeking orientation. Skills
enrichment was indeed the principal focus of the modified performance management philosophy,

and it was reassuring to see this make an enduring impact over the course of this study.

5.1.2 Hypotheses 2, 3, and 4

The second hypothesis (H2) posited that the mean employee connectedness to goals
would be higher post-implementation of a bundle of SBPM compared to pre-intervention relative
to the comparison group. Hypotheses 3 (H3) stated that mean career satisfaction would be higher
post-implementation of a bundle of SBPM compared to pre-intervention relative to the
comparison group, and Hypothesis 4 (H4) postulated that the mean organizational climate for
performance would be higher post-implementation of a bundle of SBPM compared to the
comparison group. The results from the MANOVA testing indicated that there was no significant
difference in these attitudes between the two groups, and hence, H2, H3, and H4 were not
supported. A possible reason why SBPM interventions did not register a meaningful increase in
attitudes around connectedness to goals, career satisfaction, and organizational climate for
performance could be the onset of the COVID pandemic. A second reason is the possible
spillover effects of improved managerial behaviors and its positive benefits on not just the
intervention group but also on the employees in the control group that reported to the same

managers. This spillover effect likely resulted in improved attitudes within the control group
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even though they were not recipients of the formal SBPM intervention, which then masked the
magnitude of the differences in employee attitudes between the two groups.

With regards to H2, the onset of the pandemic caused distractions at the workplace and
on the personal front for employees. Due to the pandemic's dynamic environment right after the
intervention, employees might not have received the necessary support to apply their new skills
toward achieving organizational goals. The organization's goal was employee safety and
business survival, and as such, the skills emphasis toward larger organizational goals might have
been diluted. This could have led to a disconnect between the tasks and skills they acquired in
the larger organizational context (Asmundson & Taylor, 2020). There is support for this
sentiment from other studies, which suggest that if managerial actions help employees see how
their jobs and the tasks they perform are meaningful in a larger organizational context, it will
lead to employees connecting better with their organizational goals and values (Ichniowski et al.,
1997; MacDuffie, 1995). A second reason for not witnessing a significant difference between the
groups is that, after the pandemic, managers demonstrated improved behaviors to all employees
regardless of whether they received SBPM. As a result, both groups saw a difference in their
connectedness to organizational goals. In a related vein, Afsar and Badir (2017) suggest that if
employees perceive support and fairness shown to them by their managers and their
organizations, they reciprocate by paying back through positive work behaviors and
organizational connectivity.

With respect to Hypothesis 3, the onset of the pandemic created an unprecedented level
of occupational uncertainty. Even if individuals mastered new skills, the broader market
conditions and layoffs in peer group companies meant there might not have been opportunities to

leverage those skills or get recognized, leading to depressed career satisfaction. The sudden shift
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to remote work changed the dynamics of how work was done. Remote work can sometimes blur
the lines between personal and professional life, leading to burnout and reduced career
satisfaction. The pandemic also evolved or changed many job roles. For example, in this
organization’s industry, a great emphasis was placed on sanitization of facilities, which led to the
evolution or even redundancy of some job roles. Individuals might have found that the skills they
focused on were no longer as relevant or in demand. In summary, employees’ ability to envision
future career opportunities or participate with conviction in career management behaviors was
stunted due to the dynamics of the pandemic, leading to reduced career satisfaction. This
phenomenon is consistent with previous research studies that suggest that programs such as
SBPM lead to career satisfaction of employees by enhancing employees’ participation in career
management behaviors (Barnett & Bradley, 2007) or by envisioning future career paths
(Blazovich, 2013; Hee et al., 2016; Riska et al., 2015).

With respect to Hypothesis 4, the pandemic emphasized keeping the business afloat
under modified operating rules and ensuring employee safety, often overshadowing longer-term
goals like fostering a positive organizational climate. The shift to remote work also limited social
interaction through organizational events and team cohesion - vital components driving
organizational climate. In addition, SBPM relies on regular face-to-face evaluations and
feedback, which were challenging to implement effectively in remote settings. In summary, the
dynamism of the pandemic suddenly altered perceptions of organizational expectations and
mores, which are the critical underpinnings of enabling organizational climate. As such, this
phenomenon | observed is consistent with previous research studies that suggest that programs
such as SBPM lead to organizational climate for performance if they enhance employees’ shared

perceptions of organizational events, practices, and procedures (Schneider & Reichers, 1983).
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5.2 Limitations and Future Research Ideas

In interpreting the results presented in the previous section, it is vital to recognize the
limitations of this study. Many limitations were mitigated through design approaches or by
establishing a basis from previously published work, but they are certainly avenues for future
study and extensions to research.

The limitations around methodology have been well characterized in Chapter 3. To
summarize, the first limitation around methodology pertains to sample selection. Convenience
sampling may hinder the external validity and generalizability of findings, although efforts were
made to ensure contextual realism through field study methods. The study acknowledges a lack
of empirical or theoretical basis for certain variables, relying on related concepts for
measurement. Self-reported data poses a risk of common method variance, which was mitigated
through appropriate survey design measures. Future research could include replication in another
setting or industry to mitigate these limitations.

Next, my study only examines four sets of employee attitudinal effects. These four
attitudinal measures are somewhat limiting as there is a broader spectrum of employee-related
measures | could have studied to obtain a more comprehensive understanding of employee
impact. The most significant of them likely is actual job performance. While that might be hard
to characterize and normalize across managers, that might demonstrate how SBPM indeed
translated to employee performance outcomes. There are perhaps other measures, such as
employee engagement or employee well-being. While it is difficult to get genuinely
comprehensive or holistic around employee measures, there are undoubtedly other facets of

employee performance, experiences, and attitudes that | have not covered adequately, given the
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choices of employee attitudinal measures | have chosen for this study. In the future, this study
can be repeated with a different set of employee attitudinal measures.

In addition to the limited choice of employee attitudes, this study does not extend the
impact to a broader set of organization-related measures. Most notable amongst them is
organizational performance, which can encompass a wide range of financial metrics around
revenues and profitability or other quantitative metrics such as quality or completion speed, as
well as softer measures around customer satisfaction scores. | could also have studied measures
around organizational productivity to understand how efficiently human resources are used to
achieve such organizational outcomes. Extensions of employee attitudes to establish an
association with organizational outcomes on a longitudinal basis and perhaps even establish
causation are fertile areas of future research.

Finally, the analysis of the performance management behavior questionnaire responses
showed that there were likely limitations posed on the study conclusions from the spillover
effects of improved managerial behaviors that positively impacted employees not just in the
intervention group but also those in the control group. Some of the attitudes of employees in the
control group registered an improvement even if they were not subject to the interventions,
which ultimately reduced the observed differences in attitudes between the two groups. In the
future, this study can be replicated under circumstances where the control group reports to a set
of managers who do not receive managerial coaching associated with a performance

management intervention.
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5.3 Implications and Ideas for Future Study

5.3.1 Implications for Practice

This research offers insights and actionable recommendations that have the potential to
enhance both employee and organizational outcomes. As such, the findings provide managers
with a prescriptive guide to improve their HR practices in the context of performance
management. These suggestions encompass a set of prescribed treatments incorporating a skill
basis for performance management. The study demonstrates that such interventions can be useful
for improving skill-seeking attitudes and potentially improving the flexibility or capability of the
workforce due to broader or deeper skill development. Thus, this research serves as a valuable
addition to the existing arsenal of HR practices, equipping managers with evidence-based tools
to achieve improved employee outcomes.

Second, this research recommends practices incorporating key trends around employee
reskilling and upskilling. In today's rapidly evolving business landscape, the importance of
imparting skills to employees cannot be overstated due to technology and a dynamic market
environment. This research recommends practices that effectively incorporate these trends into
HR strategies. Recognizing that the skills required for success are continuously evolving, the
research suggests that organizations should adopt an approach that incorporates elements of
reskilling and upskilling into performance management practices. By embracing these
recommendations, organizations can equip their employees with the necessary competencies and
ensure long-term success in an increasingly competitive and dynamic business environment.
Ultimately, incorporating key trends around employee skill enhancements becomes an essential

aspect of future-proofing the workforce and driving sustainable organizational growth.
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Finally, this research prescribes a set of attitudinal measures and scales to help assess the
impact of different strategic and operational initiatives. By utilizing these scales, managers can
gather valuable data on employee sentiments toward their organizational connectedness, career
satisfaction, organizational climate, and skills enrichment. These measures, more broadly, can
serve as quantifiable indicators of the success and effectiveness of different organizational
interventions, allowing managers to make data-driven decisions and refine their strategies
accordingly. Additionally, the recommended attitudinal measures provide a standardized
framework for conducting comparative analyses across different initiatives, departments, or time
periods, fostering a deeper understanding of what works and what needs improvement. By
incorporating these measures into their evaluation processes, | believe that organizations can
gain valuable insights into the impact of their efforts, which can enable them to optimize their
strategic and operational initiatives for better overall outcomes and increased employee-related

outcomes.

5.3.2 Implications for Research

The first implication emerges from the phenomenon that this research is conducted as a
natural field study, adopting a quasi-experimental format. By employing a quasi-experimental
design, this study leverages real-world settings and conditions to observe and analyze the impact
of the intervention on the attitudinal variables. In this context, this research aims to investigate
the effects of the intervention on employees and organizational outcomes within their natural
work environment. This approach provides a unique opportunity to examine the phenomenon in
an authentic context and allows for an understanding of the real-world implications. By
combining the benefits of natural field study and quasi-experimental design, this research

contributes to a more comprehensive understanding of the phenomenon under investigation.
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The second implication emerged from a proposed adaptation of the Abilities-Motivation-
Opportunities (AMO) framework to operationalize performance management practices. The
study refers to such practices as Skill-based Performance Management. By incorporating the
AMO framework within the context of performance management, this research provides a
structured approach to improving employee attitudes. It recognizes that effective performance
management goes beyond setting targets and evaluating outcomes; it involves aligning
employees' abilities, motivations, and opportunities to unlock their full potential.

The third implication of the positing of employee attitudes, such as skill-seeking
orientation, connectedness to organizational goals, career satisfaction, and organizational climate
for performance as the proximal outcomes of AMO-based performance management
interventions, has profound implications for academic research in the fields of organizational
behavior, human resource management, and performance improvement. This theoretical
framework opens up exciting avenues for research, providing researchers with a comprehensive
lens to study the dynamics between employee attitudes and performance management strategies.
The inclusion of employee attitudes as proximal outcomes in AMO-based performance
management interventions presents a conceptual framework for researchers to explore the
relationships between individual and organizational factors. Researchers can further explore how
the nuances of attitudes interact and influence one another. This framework enables academics to
propose and test hypotheses about the underlying causal mechanisms that drive performance
outcomes within organizations. Furthermore, it will allow researchers to investigate theories
around potential mediating and moderating variables that link these employee attitudes to
performance outcomes. For example, researchers may explore how leadership styles mediate or

moderate the relationship between these attitudes and overall employee performance. Such
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investigations can provide deeper insights into the interplay of factors that contribute to
employee effectiveness. Other extensions include the examination of how AMO-based
performance management interventions and the associated employee attitudes manifest in
different cultural contexts or other diverse settings. Such studies can help lead to more
contextually relevant performance management strategies.

Overall, this study offers researchers an approach for studying employee attitudes as an
outcome of a skill-based performance management program and specifically determines that
skill-seeking attitudes are an enduring result of a skill-based performance management
intervention. This framework demystifies the notion of the black-box nature of the linkage
between performance management and employee outcomes, a topic heralded as a critical area of
research by a vast number of research practitioners. As such, it provides scholars with additional
pointers to explore the interplay between individual attitudes and organizational contexts. By
addressing the complexity of employee attitudes and their relationship to performance outcomes,
academic research can contribute valuable insights to the field of organizational behavior and
human resource management.

5.4 Conclusion

The purpose of this quasi-experiment in a field setting was to determine if the
implementation of skill-based performance management had any effect on three types of
employee attitudes and the organizational climate for performance. Despite the unexpected
incidence of a pandemic and the unpredictable effects on these attitudes, | demonstrated that
SBPM has a material effect on employee attitudes related to skill-seeking orientation. This
finding is an exciting result, given that skills development was the centerpiece of the

performance management initiative at the company. While the other attitudes showed directional
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improvements, and there is a wealth of prior work that supports this dependency, they were
deemed to be statistically insignificant. It is possible that the confounding and unpredictable
effect of the pandemic, as well as the spillover effects of improved managerial behaviors,
reduced the observed differences in attitudes between the groups of employees. Additional
research should be pursued to study the impact of these attitudes, and perhaps additional
attitudinal and performance-related variables can also be considered.

An unforeseen noteworthy result was the employee perceptions of improved managerial
performance associated with the delivery of an SBPM intervention. These improvements were
observed by employees both in the targeted and control groups. Perhaps managerial coaching to
help deliver SBPM had the additional effect of improving overall managerial and leadership
abilities. As such, companies desirous of improving managerial competencies could pursue the
implementation of an employee benefit such as SBPM and get the associated benefits at the
managerial levels as well. Additional research should be pursued to establish a more robust
theoretical and empirical basis for the same.

Overall, this study provides interesting implications and takeaways for both practitioners
and researchers. At a time when there is tremendous dynamism in the workplace, this study
provides a timely perspective with a theoretical basis on a skill-based initiative that can

contribute to employee and organizational success.



184

References
Abdelmoula, M., Chakroun, W., & Akrout, F. (2015). The effect of sample size and the number
of items on reliability coefficients: Alpha and rh6: A meta-analysis. International Journal of
Numerical Methods and Applications, 13(1), 1-20.
https://doi.org/10.17654/ijnmamar2015_001_020
Afsar, B., & Badir, Y. (2017). Workplace spirituality, perceived organizational support and
innovative work behavior: The mediating effects of person-organization fit. The Journal of
Workplace Learning, 29(2), 95-109. https://doi.org/10.1108/jwl-11-2015-0086
Agley, J., Xiao, Y., Nolan, R. (2022). Quality control questions on Amazon’s Mechanical Turk
(MTurk): A randomized trial of impact on the USAUDIT, PHQ-9, and GAD-7. Behavior
Research Methods, 54, 885-897. https://doi.org/10.3758/s13428-021-01665-8
Aguinis, H. (2009). Performance Management (2nd ed.). Pearson.
Aguinis, H. (2013). Performance Management: International Edition (3rd ed.). Pearson.
Aguinis, H., Gottfredson, R. K., & Joo, H. (2012a). Delivering effective performance feedback:
The strengths-based approach. Business Horizons, 55(2), 105-111.
https://doi.org/10.1016/j.bushor.2011.10.004
Aguinis, H., Gottfredson, R. K., & Joo, H. (2012b). Using performance management to win the
talent war. Business Horizons, 55(6), 609-616.
https://doi.org/10.1016/j.bushor.2012.05.007
Aguinis, H., Gottfredson, R. K., & Joo, H. (2013). Avoiding a “me” versus “we” dilemma: Using
performance management to turn teams into a source of competitive advantage. Business

Horizons, 56(4), 503-512. https://doi.org/10.1016/j.bushor.2013.02.004



185

Aguinis, H., Joo, H., & Gottfredson, R. K. (2011). Why we hate performance management—
And why we should love it. Business Horizons, 54(6), 503-507.
https://doi.org/10.1016/j.bushor.2011.06.001

Aguinis, H., Joo, H., & Gottfredson, R. K. (2012). Performance management universals: Think
globally and act locally. Business Horizons, 55(4), 385-392.
https://doi.org/10.1016/j.bushor.2012.03.004

Aguinis, H., Villamor, I., & Ramani, R. S. (2021). MTurk Research: Review and
Recommendations. Journal of Management, 47(4), 823-837.
https://doi.org/10.1177/0149206320969787

Ahmad, S., & Schroeder, R. G. (2003). The impact of human resource management practices on
operational performance: Recognizing country and industry differences. Journal of
Operations Management, 21(1), 19-43. https://doi.org/10.1016/s0272-6963(02)00056-6

Akatsa-Hinga, P. (2021). Empirical study of the antecedents of policy non-compliance, the role of
leadership, and the mediating role of norm legitimacy [Doctoral dissertation, University of
Dallas]. UD Campus Repository. https://digitalcommons.udallas.edu/edt/7

Alam, A., & Mukherjee, U. (2014). HRM-A literature survey. IOSR Journal of Business and
Management, 16(3), 31-38 http://www.iosrjournals.org/

Alfes, K., Shantz, A. D., Truss, C., & Soane, E. C. (2013). The link between perceived human
resource management practices, engagement, and employee behaviour: A moderated
mediation model. The International Journal of Human Resource Management, 24(2), 330—

351. https://doi.org/10.1080/09585192.2012.679950



186

Almutawa, Z., Muenjohn, N., & Zhang, J. (2015). Unlocking the black box of the conceptual
relationship between HRM system and organizational performance. Journal Of Developing
Areas, 49(6), 413-420. https://doi.org/10.1353/jda.2015.0100

Anastasi, A. (1988). Explorations in human intelligence: Some uncharted routes. Applied
Measurement in Education, 1(3), 207-213. https://doi.org/10.1207/s15324818ame0103 2

Anderson, N. R., & West, M. A. (1998). Measuring climate for work group innovation:

Development and validation of the team climate inventory. Journal of Organizational
Behavior, 19(3), 235-258. https://doi.org/10.1002/(sici)1099-1379(199805)19:3<235::aid-
job837>3.3.c0;2-3

Appelbaum, E., Bailey, T., Berg, P., Kalleberg, A. L., & Bailey, T. A. (2000). Manufacturing

advantage: Why high-performance work systems pay off. Cornell University Press.

Armstrong, M., & Baron, A. (2000). Performance management. In R. Dransfield (Eds.), Human

Resource Management (pp. 69). Heinemann.

Armstrong, M., & Baron, A. (2005). Performance Management. Jaico Publishing House.

Arthur, J. B. (1994). Effects of human resource systems on manufacturing performance and
turnover. Academy of Management Journal, 37(3), 670-687.
https://doi.org/10.2307/256705

Arthur, M. B., Khapova, S. N., & Wilderom, C. P. M. (2005). Career success in a boundaryless
career world. Journal of Organizational Behavior, 26(2), 177-202.
https://doi.org/10.1002/job.290

Arthur, M. B., & Rousseau, D. M. (1996). A career lexicon for the 21st century. The Academy of

Management Perspectives, 10(4), 28-39. https://doi.org/10.5465/ame.1996.3145317



187

Aryee, S., Chay, Y. W., & Tan, H. H. (1994). An examination of the antecedents of subjective
career success among a managerial sample in Singapore. Human Relations; Studies
towards the Integration of the Social Sciences, 47(5), 487-509.
https://doi.org/10.1177/001872679404700502

Asare, E.K. (2018). Promoting employee engagement through enhanced performance
management: A field study of accountants [Doctoral dissertation, University of Dallas]. UD
Campus Repository. https://digitalcommons.udallas.edu/edt/7

Asare, E. K., Whittington, J. L., & Walsh, R. (2020). Promoting desirable work attitudes and
behaviors among accountants: A field study. Journal of Business & Industrial Marketing,
35(10), 15911604 https://doi.org/10.1108/jbim-01-2019-0020

Ashforth, B. E., & Mael, F. (1989). Social Identity Theory and the Organization. Academy of
Management Review, 14(1), 20-39. https://doi.org/10.5465/amr.1989.4278999

Asmundson, G. J. G., & Taylor, S. (2020). Coronaphobia: Fear and the 2019-nCoV
outbreak. Journal of Anxiety Disorders, 70(102196), 102196.
https://doi.org/10.1016/j.janxdis.2020.102196
Babalola, O., & Bruning, N. S. (2015). Examining the relationship between individual
perceptions of control and contemporary career orientations. Personnel Review, 44(3),
346-363. https://doi.org/10.1108/pr-09-2013-0167

Babalola, S. S. (2013). Integrated approach to workplace diversity through human resource
management. Journal of Education and Vocational Research, 4(9), 435-445.
https://doi.org/10.22610/jsds.v4i9.782

Bailey, T. (1993). Organizational innovation in the apparel industry. Industrial Relations, 32(1),

30-48. https://doi.org/10.1111/j.1468-232x.1993.th01017.X



188

Bagozzi, R. P., & Yi, Y. (1988). On the evaluation of structural equation models. Journal of the
Academy of Marketing Science, 16(1), 74-94. https://doi.org/10.1007/bf02723327

Barnett, R.B. and Bradley, L. (2007). The impact of organizational support for career
development on career satisfaction. Career Development International, 12(7), 617-636.
https://www.emerald.com/insight/content/doi/10.1108/13620430710834396/full/html

Barney, J. B. (1995). Looking inside for competitive advantage. The Academy of Management
Perspectives, 9(4), 49-61. https://doi.org/10.5465/ame.1995.9512032192

Bartel, A. P. (2004). Human resource management and organizational performance: Evidence
from retail banking. Industrial & Labor Relations Review, 57(2), 181-203.
https://doi.org/10.1177/001979390405700202

Barton, M., Yeatts, P. E., Henson, R. K., & Martin, S. B. (2016). Moving beyond univariate
post-hoc testing in exercise science: A primer on descriptive discriminate
analysis. Research Quarterly for Exercise and Sport, 87(4), 365-375.
https://doi.org/10.1080/02701367.2016.1213352

Batt, R. (2002). Managing customer services: Human resource practices, quit rates, and sales
growth. Academy of Management Journal, 45(3), 587-597.
https://doi.org/10.2307/3069383

Becker, B., & Gerhart, B. (1996). The impact of human resource management on organizational
performance: Progress and prospects. Academy of Management Journal, 39(4), 779-801.
https://doi.org/10.2307/256712

Becker, B. E., & Huselid, M. A. (1998). High performance work systems and firm performance:
A synthesis of research and managerial implications. Research in Personnel and Human

Resources Management, 16, 53-101.



189

Becker, B. E., & Huselid, M. A. (2006). Strategic human resources management: Where do we
go from here? Journal of Management, 32(6), 898-925.
https://doi.org/10.1177/0149206306293668

Bello-Pintado, A. (2015). Bundles of HRM practices and performance: Empirical evidence from

a Latin American context. Human Resource Management Journal, 25(3), 311-330.

https://10.1111/1748-8583.12067

Bello-Pintado, A., & Garcés-Galdeano, L. (2019). Bundles of HRM practices in family and non-
family firms: The impact on enhancing performance. The International Journal of Human
Resource Management, 30(21), 2971-2992.
https://doi.org/10.1080/09585192.2017.1391311

Blazovich, J. L. (2013). Team identity and performance-based compensation effects on
performance. Team Performance Management, 19(3/4), 153-184.
https://doi.org/10.1108/tpm-11-2012-0035

Boselie, P. (2010). High performance work practices in the health care sector: A Dutch case

study. International Journal of Manpower, 31(1), 42-58.
https://doi.org/10.1108/01437721011031685

Boselie, P., Dietz, G., & Boon, C. (2005). Commonalities and contradictions in HRM and
performance research. Human Resource Management Journal, 15(3), 67-94.
https://doi.org/10.1111/j.1748-8583.2005.tb00154.x

Bourque, L., & Fielder, E. P. (2003). How to conduct self-administered and mail surveys (2nd

ed.). SAGE Publications.



190

Bowen, D. E., & Ostroff, C. (2004). Understanding HRM—firm performance linkages: The role
of the “strength” of the HRM system. Academy of Management Review, 29(2), 203-221.
https://doi.org/10.2307/20159029

Boxall, P. (2003). HR strategy and competitive advantage in the service sector. Human Resource
Management Journal, 13(3), 5-20. https://doi.org/10.1111/j.1748-8583.2003.tb00095.x

Boxall, P., & Macky, K. (2009). Research and theory on high-performance work systems:
Progressing the high-involvement stream. Human Resource Management Journal, 19(1),
3-23. https://doi.org/10.1111/].1748-8583.2008.00082.x

Boxall, P., & Steeneveld, M. (1999). Human resource strategy and competitive advantage: A
longitudinal study of engineering consultancies. The Journal of Management Studies,
36(4), 443-463. https://doi.org/10.1111/1467-6486.00144

Bragger, J. D., Kutcher, E. J., Menier, A., Sessa, V. I., & Sumner, K. (2014). Giving nonselective
downsizing a performance review. Human Resource Development Review, 13(1), 58-78.
https://doi.org/10.1177/1534484313492331

Brown, S. P., & Leigh, T. W. (1996). A new look at psychological climate and its relationship to
job involvement, effort, and performance. The Journal of Applied Psychology, 81(4), 358
368. https://doi.org/10.1037/0021-9010.81.4.358

Brown, T. C., O’Kane, P., Mazumdar, B., & McCracken, M. (2019). Performance management:
A scoping review of the literature and an agenda for future research. Human Resource
Development Review, 18(1), 47-82. https://doi.org/10.1177/1534484318798533

Buchan, J. (2004). What difference does (“good”) HRM make? Human Resources for Health,

2(1), 6. https://doi.org/10.1186/1478-4491-2-6



191

Buckingham, M., & Goodall, A. (2015). Reinventing performance management. Harvard
Business Review, 93(4), 40-50. http://humansbeing.co.uk/wp-
content/uploads/2016/06/ReinventingPerformanceManagement.pdf

Buhrmester, M., Kwang, T., & Gosling, S. D. (2011). Amazon’s Mechanical Turk: A new source
of inexpensive, yet high-quality, data? Perspectives on Psychological Science, 6(1), 3-5.
https://doi.org/10.1177/1745691610393980

Bunning, R. L. (1992). Models for skill-based pay plans. HRMagazine: On Human Resource
Management, 37(2), 62—64. http://europepmc.org/abstract/MED/10118721

Burke, J.R. and Cooper, L.C. (2005). Reinventing human resource management: Challenges and
new directions. Routledge, London.

Burnette, C. B., Luzier, J. L., Bennett, B. L., Weisenmuller, C. M., Kerr, P., Martin, S., Keener,
J., & Calderwood, L. (2022). Concerns and recommendations for using Amazon MTurk for
eating disorder research. The International Journal of Eating Disorders, 55(2), 263-272.
https://doi.org/10.1002/eat.23614

Byrne, B. M. (2010). Structural equation modeling with AMOS: Basic concepts, applications,
and programming (multivariate applications series). Taylor & Francis Group.

Cafferkey, K., & Dundon, T. (2015). Explaining the black box: HPWS and organisational
climate. Personnel Review, 44(5), 666-688. https://doi.org/10.1108/pr-12-2012-0209

Campbell, D. T., & Stanley, J. C. (2015). Experimental and quasi-experimental designs for
research. Chicago, Rand McNally.

Can, S., Van de Schoot, R., & Hox, J. (2015). Collinear latent variables in multilevel

confirmatory factor analysis: A comparison of maximum likelihood and Bayesian



192

estimations. Educational and Psychological Measurement, 75(3), 406-427.
https://doi.org/10.1177/0013164414547959

Cappelli, P., & Tavis, A. (2016). The performance management revolution. Harvard Business
Review, 94(10), 58-67. https://hbr.org/2016/10/the-performance-management-revolution

Cappelli, P., & Tavis, A. (2018). HR goes agile. Harvard Business Review, 96(2), 46-52.
https://hbr.org/2018/03/hr-goes-agile

Cardy, R. L., & Leonard, B. (2004). Performance management: Concepts, skills, and exercises,
M. E. Sharpe, Armonk, NY.

Cascio, W. F. (2006). The economic impact of employee behaviors on organizational
performance. California Management Review, 48(4), 41-59.
https://doi.org/10.1177/000812560604800401

Cascio, W. F., & Aguinis, H. (2008). 3 staffing twenty-first-century organizations. Academy of
Management Annals, 2(1), 133-165. https://doi.org/10.1080/19416520802211461

Chadwick, C., & Flinchbaugh, C. (2021). Searching for competitive advantage in the HRM-firm
performance relationship. The Academy of Management Perspectives, 35(2), 181-207.

https://doi.org/10.5465/amp.2018.0065

Chalutz-Ben Gal, H. (2023). Person-skill fit: Why a new form of employee fit is required. The
Academy of Management Perspectives, 37(2), 117-137.
https://doi.org/10.5465/amp.2022.0024

Chen, W. Y., Hsu, B. F.,, Wang, M. L., & Lin, Y. Y. (2011). Fostering knowledge sharing
through human resource management in R&D teams. International Journal of Technology

Management, 53(2/3/4), 309. https://doi.org/10.1504/ijtm.2011.038596



193

Christ, T. J. (2007). Experimental control and threats to internal validity of concurrent and
nonconcurrent multiple baseline designs. Psychology in the Schools, 44(5), 451-459.
https://doi.org/10.1002/pits.20237

Cohen, J. (1960). A coefficient of agreement for nominal scales. Educational and Psychological
Measurement, 20(1), 37-46. https://doi.org/10.1177/001316446002000104

Cohen, R. J., Swerdlik, M. E., & Phillips, S. M. (1999). Psychological testing and assessment:
An introduction to tests and measurement (4th ed.). Mayfield Publishing.

Cole, J. S., McCormick, A. C., & Gonyea, R. M. (2012). Respondent use of straight lining as a
response strategy in education survey research: Prevalence and implications. American
Educational Research Association Annual Meeting, British Columbia, Canada.
https://hdl.handle.net/2022/24196

Collier-Meek, M. A., Fallon, L. M., Sanetti, L. M., & Maggin, D. M. (2013). Focus on
implementation: Assessing and promoting treatment fidelity. Teaching Exceptional
Children, 45(5), 52-59. https://doi.org/10.1177/004005991304500506

Combs, J., Liu, Y., Hall, A., & Ketchen, D. (2006). How much do high-performance work
practices matter? A meta-analysis of their effects on organizational performance.
Personnel Psychology, 59(3), 501-528. https://doi.org/10.1111/j.1744-6570.2006.00045.x

Connelly, L. M. (2013). Limitation section. Medsurg Nursing, 22(5), 325.

Crush, P. (2007). It’s not just talk (human resources at O2). Human Resource Management
International Digest, 15(6), 21-23. https://doi.org/10.1108/hrmid.2007.04415fad.013

Curran, T., Hill, A. P, Hall, H. K., & Jowett, G. E. (2015). Relationships between the coach-
created motivational climate and athlete engagement in youth sport. Journal of Sport &

Exercise Psychology, 37(2), 193-198. https://doi.org/10.1123/jsep.2014-0203



194

Cutcher-Gershenfeld, J. (1991). The impact on economic performance of a transformation in
workplace relations. Industrial & Labor Relations Review, 44(2), 241.
https://doi.org/10.2307/2524806

Delaney, J. T., & Huselid, M. A. (1996). The impact of human resource management practices
on perceptions of organizational performance. Academy of Management Journal, 39(4),
949-9609. https://doi.org/10.2307/256718

Delery, J. E., & Doty, D. H. (1996). Modes of theorizing in strategic human resource
management: Tests of universalistic, contingency, and configurational performance
predictions. Academy of Management Journal, 39(4), 802-835.
https://doi.org/10.2307/256713

den Hartog, D. N., Boselie, P., & Paauwe, J. (2004). Performance management: A model and
research agenda. Applied Psychology, 53(4), 556-569. https://doi.org/10.1111/j.1464-
0597.2004.00188.x

DeNisi, A. S., & Murphy, K. R. (2017). Performance appraisal and performance management:
100 years of progress? The Journal of Applied Psychology, 102(3), 421-433.
https://doi.org/10.1037/apl0000085

Denisi, A. S., & Pritchard, R. D. (2006). Performance appraisal, performance management and
improving individual performance: A motivational framework. Management and
Organization Review, 2(2), 253-277. https://doi.org/10.1111/j.1740-8784.2006.00042.x

DeNisi, A., & Smith, C. E. (2014). Performance appraisal, performance management, and firm-
level performance: A review, a proposed model, and new directions for future research.
Academy of Management Annals, 8(1), 127-179.

https://doi.org/10.1080/19416520.2014.873178



195

Derven, M. (2017, November 29). What about teams? SHRM.
https://www.shrm.org/resourcesandtools/hr-topics/employee-relations/pages/what-about-
teams.aspx

Dierdorff, E. C., & Surface, E. A. (2008). If you pay for skills, will they learn? Skill change and
maintenance under a skill-based pay system. Journal of Management, 34(4), 721-743.
https://doi.org/10.1177/0149206307312507

Dillman, D. A. (2000). Procedures for conducting government-sponsored establishment surveys:
Comparisons of the total design method (TDM), a traditional cost-compensation model,
and tailored design. In Proceedings of American Statistical Association, Second
International Conference on Establishment Surveys, 343-352.

Duignan, R., & Yoshida, K. (2007). Employee perceptions of recent work environment changes
in Japan. Personnel Review, 36(3), 440-456. https://doi.org/10.1108/00483480710731365

Dulebohn, J. H., & Hoch, J. E. (2017). Virtual teams in organizations. Human Resource
Management Review, 27(4), 569-574. https://doi.org/10.1016/j.hrmr.2016.12.004

Dunbar-Jacob, J. (2018). Minimizing threats to internal validity. In B.M. Melnyk & D.
Morrisson-Beedy (Eds.), Intervention Research and Evidence-based Quality Improvement
(pp. 129-143). Springer Publishing Company.

Dyer, L., & Reeves, T. (1995). Human resource strategies and firm performance: What do we
know and where do we need to go? The International Journal of Human Resource
Management, 6(3), 656—670. https://doi.org/10.1080/09585199500000041

Edgar, F., & Geare, A. (2005). HRM practice and employee attitudes: Different measures —
different results. Personnel Review, 34(5), 534-549.

https://doi.org/10.1108/00483480510612503



196

Edwards, P., Roberts, 1., Clarke, M., DiGuiseppi, C., Pratap, S., Wentz, R., & Kwan, I. (2002).
Increasing response rates to postal questionnaires: Systematic review. Br Med
Journal, 324, 1183-1192. https://doi.org/10.1136/bmj.324.7347.1183

Eisenberger, R., Huntington, R., Hutchison, S., & Sowa, D. (1986). Perceived organizational
support. The Journal of Applied Psychology, 71(3), 500-507. https://doi.org/10.1037/0021-
9010.71.3.500

Epitropaki, O. (2013). A multi-level investigation of psychological contract breach and
organizational identification through the lens of perceived organizational membership:
Testing a moderated—mediated model. Journal of Organizational Behavior, 34(1), 65-86.
https://doi.org/10.1002/job.1793

Erdfelder, E., Faul, F., & Buchner, A. (1996). GFOWER: A general power analysis
program. Behavior Research Methods, Instruments, & Computers: A Journal of the
Psychonomic Society, Inc, 28(1), 1-11. https://doi.org/10.3758/bf03203630

Evered, R. D., & Selman, J. C. (1989). Coaching and the art of management. Organizational
Dynamics, 18(2), 16-32. https://doi.org/10.1016/0090-2616(89)90040-5

Fanning, E. (2005). Formatting a paper-based survey questionnaire: Best practices. Practical
Assessment, Research, and Evaluation, 10(1), 12. https://doi.org/10.7275/s84t-8a63

Farrar, D. E., & Glauber, R. R. (1967). Multicollinearity in regression analysis: The problem
revisited. The Review of Economics and Statistics, 49(1), 92.
https://doi.org/10.2307/1937887

Faul, F., Erdfelder, E., Lang, A. G., & Buchner, A. (2007). G* Power 3: A flexible statistical
power analysis program for the social, behavioral, and biomedical sciences. Behavior

research methods, 39(2), 175-191. https://doi.org/10.3758/BF03193146



197

Ferris, G. R., Arthur, M. M., Berkson, H. M., Kaplan, D. M., Harrell-Cook, G., & Frink, D. D.
(1998). Toward a social context theory of the human resource management-organization
effectiveness relationship. Human Resource Management Review, 8(3), 235-264.
https://doi.org/10.1016/51053-4822(98)90004-3

Field, A. (2018). Discovering statistics using IBM SPSS. SAGE Publications.

Flannelly, K. J., Flannelly, L. T., & Jankowski, K. R. (2018). Threats to the internal validity of
experimental and quasi-experimental research in healthcare. Journal of Health Care
Chaplaincy, 24(3), 107-130.

Fu, N., Flood, P. C., Bosak, J., Morris, T., & O’regan, P. (2013). Exploring the performance
effect of HPWS on professional service supply chain management. Supply Chain
Management. An International Journal, 18(3), 292-307. http://dx.doi.org/10.1108/SCM-
04-2012-0118

Garver, M. S., & Mentzer, J. T. (1999). Logistics research methods: Employing structural
equation modeling to test for construct validity. Journal of Business Logistics, 20(1), 33-
57. https://www.proquest.com/scholarly-journals/logistics-research-methods-employing-
structural/docview/212605730/se-2

Gavin, J. F., & Howe, J. G. (1975). Psychological climate: Some theoretical and empirical

considerations. Behavioral Science, 20(4), 228-240.
https://doi.org/10.1002/bs.3830200404

George, D., & Mallery, P. (2019). IBM SPSS statistics 26 step by step: A simple guide and

reference. Routledge.



198

Gerhart, B. (2005). Human resources and business performance: Findings, unanswered
questions, and an alternative approach. Management Revue, 16(2), 174-185.
https://doi.org/10.5771/0935-9915-2005-2-174

Gerhart, B., Wright, P. M., Mahan, G. C., & Snell, S. A. (2000). Measurement error in research
on human resources and firm performance: How much error is there and how does it
influence effect size estimates? Personnel Psychology, 53(4), 803-834.
https://doi.org/10.1111/j.1744-6570.2000.tb02418.x

Gooderham, P., Parry, E., & Ringdal, K. (2008). The impact of bundles of strategic human
resource management practices on the performance of European firms. The International
Journal of Human Resource Management, 19(11), 2041-2056.
https://doi.org/10.1080/09585190802404296

Graham, J. M., Guthrie, A. C., & Thompson, B. (2003). Consequences of not interpreting
structure coefficients in published CFA research: A reminder. Structural Equation
Modeling, 10(1), 142-153. https://doi.org/10.1207/s15328007sem1001_7

Greenhaus, J. H., Parasuraman, S., & Wormley, W. M. (1990). Effects of race on organizational
experiences, job performance evaluations, and career outcomes. Academy of Management
Journal, 33(1), 64-86. https://doi.org/10.5465/256352

Grewal, R., Cote, J. A., & Baumgartner, H. (2004). Multicollinearity and measurement error in
structural equation models: Implications for theory testing. Marketing Science, 23(4), 519-
529. https://doi.org/10.1287/mksc.1040.0070

Groves, R. M., Singer, E., & Corning, A. (2000). Leverage-saliency theory of survey
participation: Description and an illustration. Public Opinion Quarterly, 64(3), 299-308.

https://doi.org/10.1086/317990



199

Grugulis, 1., & Stoyanova, D. (2011). Skill and performance. British Journal of Industrial
Relations, 49(3), 515-536. https://doi.org/10.1111/j.1467-8543.2010.00779.x

Gruman, J. A., & Saks, A. M. (2011). Performance management and employee engagement.
Human Resource Management Review, 21(2), 123-136.
https://doi.org/10.1016/j.hrmr.2010.09.004

Guerci, M., Radaelli, G., Siletti, E., Cirella, S., & Rami Shani, A. B. (2015). The impact of
human resource management practices and corporate sustainability on organizational
ethical climates: An employee perspective. Journal of Business Ethics, 126(2), 325-342.
https://doi.org/10.1007/s10551-013-1946-1

Guest, D., Conway, N., & Dewe, P. (2004). Using sequential tree analysis to search for bundles

of HR practices. Human Resource Management Journal, 14(1), 79-96.
https://10.1111/j.1748-8583.2004.tb00113.x

Guest, D. E. (1987). Human resource management and industrial relations. Journal of
Management Studies, 24(5), 503-521. https://doi.org/10.1111/].1467-6486.1987.tb00460.x

Guest, D. E. (1997). Human resource management and performance: A review and research
agenda. The International Journal of Human Resource Management, 8(3), 263-276.
https://doi.org/10.1080/095851997341630

Guest, D. E. (2011). Human resource management and performance: Still searching for some
answers. Human Resource Management Journal, 21(1), 3—-13.
https://doi.org/10.1111/j.1748-8583.2010.00164.x

Guthrie, J. P. (2001). High-involvement work practices, turnover, and productivity: Evidence
from New Zealand. Academy of Management Journal, 44(1), 180-190.

https://doi.org/10.2307/3069345



200

Gutbhrie, J. P., Flood, P. C., Liu, W., & MacCurtain, S. (2009). High performance work systems
in Ireland: Human resource and organizational outcomes. The International Journal of
Human Resource Management, 20(1), 112-125.
https://doi.org/10.1080/09585190802528433

Hackman, J. R. (1980). Work redesign and motivation. Professional Psychology, 11(3), 445—
455, https://doi.org/10.1037/0735-7028.11.3.445

Hackman, J. R. (2002). Why teams don’t work. In R. S. Tindale, L. Heath, J. Edwards, E. J.
Posavac, F. B. Bryant, Y. Suarez-Balcazar, E. Henderson-King & J. Myers (Eds.), Theory
and research on small groups (pp. 245-267). Springer. https://doi.org/10.1007/0-306-
47144-2 12

Hackman, J. R., & Oldham, G. R. (1975). Development of the job diagnostic survey. The
Journal of Applied Psychology, 60(2), 159-170. https://doi.org/10.1037/h0076546

Hagen, M. (2010). The wisdom of the coach: A review of managerial coaching in the Six Sigma
context. Total Quality Management & Business Excellence, 21(8), 791-798.
https://doi.org/10.1080/14783363.2010.487657

Hagen, M. S. (2012). Managerial coaching: A review of the literature. Performance
Improvement Quarterly, 24(4), 17-39. https://doi.org/10.1002/pig.20123

Haines, V. Y., lll, & St-Onge, S. (2012). Performance management effectiveness: Practices or
context? The International Journal of Human Resource Management, 23(6), 1158-1175.
https://doi.org/10.1080/09585192.2011.561230

Hair, J., Anderson, R., Babin, B., & Black, W. (2018). Multivariate Data Analysis (8th ed.).

Cengage Learning EMEA.



201

Hamlin, B., & Stewart, J. (2011). What is HRD? A definitional review and synthesis of the HRD
domain. Journal of European Industrial Training, 35(3), 199-220.
https://doi.org/10.1108/03090591111120377

Hantula, D. A. (2011). What performance management needs is a good theory: A behavioral
perspective. Industrial and Organizational Psychology, 4(2), 194-197.
https://doi.org/10.1111/j.1754-9434.2011.01325.x

Harney, B., & Jordan, C. (2008). Unlocking the black box: Line managers and HRM-
Performance in a call centre context. International Journal of Productivity and
Performance Management, 57(4), 275-296. https://doi.org/10.1108/17410400810867508

Hausknecht, J. P., Rodda, J., & Howard, M. J. (2009). Targeted employee retention:
Performance-based and job-related differences in reported reasons for staying. Human
Resource Management, 48(2), 269-288. https://doi.org/10.1002/hrm.20279

Hearn, S. (2020). Mind the gap: What HR wants from performance management — And why they
struggle to get it. Strategic HR Review, 19(2), 89-90. https://doi.org/10.1108/shr-04-2020-
179

Hee, O. C., & Kamaludin, N. H. B. (2016). Motivation and job performance among nurses in the
private hospitals in Malaysia. International Journal of Caring Sciences, 9(1), 342-347.
http://www.internationaljournalofcaringsciences.org/docs/33_Hee special_9_1.pdf

Hesketh, A., & Fleetwood, S. (2006). Beyond measuring the human resources management-
organizational performance link: Applying critical realist meta-theory. Organization,

13(5), 677-699. https://doi.org/10.1177/1350508406067009



202

Hofmann, D. A., & Stetzer, A. (1998). The role of safety climate and communication in accident
interpretation: Implications for learning from negative events. Academy of Management
Journal, 41(6), 644-657. https://doi.org/10.2307/256962

Hofmann, D. A., & Stetzer, A. (1996). A cross level investigation of factors influencing unsafe
behaviors and accidents. Personnel Psychology, 49(2), 307-339.
https://doi.org/10.1111/j.1744-6570.1996.tb01802.x

Hofmans, J., Dries, N., & Pepermans, R. (2008). The career satisfaction scale: Response bias
among men and women. Journal of Vocational Behavior, 73(3), 397-403.
https://doi.org/10.1016/j.jvb.2008.08.001

Huberty, C. J., & Morris, J. D. (1989). Multivariate analysis versus multiple univariate
analyses. Psychological Bulletin, 105(2), 302—-308. https://doi.org/10.1037//0033-
2909.105.2.302

Huberty, C. J., & Olejnik, S. (2006). Applied MANOVA and discriminant analysis. John Wiley &
Sons.

Huselid, M. A. (1995). The impact of human resource management practices on turnover,
productivity, and corporate financial performance. Academy of Management Journal,
38(3), 635-672. https://doi.org/10.2307/256741

Huselid, M. A., & Becker, B. E. (2000). Comment on “measurement error in research on human

resources and firm performance: How much error is there and how does it influence effect
size estimates?” by Gerhart, Wright, McMahan, and Snell. Personnel Psychology, 53(4),
835-854. https://www.proquest.com/scholarly-journals/comment-on-measurement-error-

research-human/docview/220140902/se-2



203

Ichniowski, C., & Shaw, K. (1999). The effects of human resource management systems on
economic performance: An international comparison of U.S. and Japanese plants.
Management Science, 45(5), 704-721. https://doi.org/10.1287/mnsc.45.5.704

Ichniowski, C., Shaw, K., & Prennushi, G. (1996). Human resource management systems and the
performance of U.S. manufacturing businesses. National Bureau of Economic Research.
https://doi.org/10.3386/w3449

Ivan, M. (2018). Debt management policies and performance of small scale businesses in Jinja
district-Uganda. [Doctoral dissertation, Kampala International University, Kampala].
http://hdl.handle.net/20.500.12306/6415

Jackson, D. L. (2003). Revisiting sample size and number of parameter estimates: Some support
for the n:q hypothesis. Structural Equation Modeling: A Multidisciplinary Journal, 10(1),
128-141. https://doi.org/10.1207/s15328007sem1001 6

Jiang, K., Lepak, D. P., Han, K., Hong, Y., Kim, A., & Winkler, A.-L. (2012). Clarifying the
construct of human resource systems: Relating human resource management to employee
performance. Human Resource Management Review, 22(2), 73-85.
https://doi.org/10.1016/j.hrmr.2011.11.005

Jiang, K., Lepak, D. P., Hu, J., & Baer, J. C. (2012). How does human resource management
influence organizational outcomes? A meta-analytic investigation of mediating
mechanisms. Academy of Management Journal, 55(6), 1264-1294.
https://doi.org/10.5465/amj.2011.0088

Jiang, K., & Messersmith, J. (2018). On the shoulders of giants: A meta-review of strategic
human resource management. The International Journal of Human Resource Management,

29(1), 6-33. https://doi.org/10.1080/09585192.2017.1384930



204

Johnson, B. A., & Ray, H. H. (1993). Employee developed pay system increases productivity.
Personnel Journal, 72(11), 112-118.

Judge, T. A., Cable, D. M., Boudreau, J. W., & Bretz, R. D. (1995). An empirical investigation
of the predictors of executive career success. Personnel Psychology, 48(3), 485-519.
https://doi.org/10.1111/j.1744-6570.1995.th01767.x

Kagaari, J. R. K., Munene, J. C., & Mpeera Ntayi, J. (2010). Performance management practices,
information and communication technology (ICT) adoption and managed performance.
Quality Assurance in Education, 18(2), 106-125.
https://doi.org/10.1108/09684881011035330

Kankainen, A., Taskinen, S., & Oja, H. (2004). On Mardia’s tests of multinormality. In M.
Hubert, G. Pison, A. Struyf & S. Van Aelst (Eds.), Theory and applications of recent
robust methods (pp. 153-164). Birkhaduser, Basel. https://doi.org/10.1007/978-3-0348-
7958-3 14

Katou, A. A. (2012). Investigating reverse causality between human resource management
policies and organizational performance in small firms. Management Research Review,
35(2), 134-156. https://doi.org/10.1108/01409171211195161

Katou, A. A., & Budhwar, P. S. (2010). Causal relationship between HRM policies and
organisational performance: Evidence from the Greek manufacturing sector. European
Management Journal, 28(1), 25-39. https://doi.org/10.1016/j.emj.2009.06.001

Kaufman, H. G. (1974). Obsolescence and professional career development. New York,

Amacom.
Kazlauskaité, R., & Bucitniené, I. (2008). The role of human resources and their management in

the establishment of sustainable competitive advantage. Engineering Economics 5(60), 78—



205

84. https://etalpykla.lituanistikadb.|t/fedora/objects/L T-LDB-
0001:J.04~2008~1394211785880/datastreams/DS.002.1.01.ARTIC/content

Kehoe, R. R., & Wright, P. M. (2013). The impact of high-performance human resource
practices on employees’ attitudes and behaviors. Journal of Management, 39(2), 366-391.
https://10.1177/0149206310365901

Keikavoosi-Arani, L., & Salehi, L. (2021). Psychometric adequacy of the Persian version of the

performance management behavior questionnaire in universities. Journal of Holistic
Nursing and Midwifery, 31(4), 236-244. https://doi.org/10.32598/jhnm.31.4.2124

Kim, H., & Sung-Choon, K. (2013). Strategic HR functions and firm performance: The
moderating effects of high-involvement work practices. Asia Pacific Journal of
Management, 30(1), 91-113. https://doi.org/10.1007/s10490-011-9264-6

Kim, S., Su, Z. X., & Wright, P. M. (2018). The “HR-line-connecting HRM system” and its
effects on employee turnover. Human Resource Management, 57(5), 1219-1231.
http://dx.doi.org/10.1002/hrm.21905

Kinicki, A., & Fugate, M. (2011). Organizational behavior: Key concepts, skills & best practices
(5th ed.). McGraw-Hill Professional.

Kinicki, A., & Kreitner, R. (2012). Organizational behavior: Key concepts, skills & best
practices. McGraw-Hill.

Kinicki, A. J., Jacobson, K. J. L., Peterson, S. J., & Prussia, G. E. (2013). Development and
validation of the performance management behavior questionnaire. Personnel

Psychology, 66(1), 1-45. https://doi.org/10.1111/peps.12013



206

Kirkbesoglu, E., & Ozder, E. H. (2015). The effects of organizational performance on the
relationship between perceived organizational support and career satisfaction. Journal of
Management Research, 7(3), 35-50. https://10.5296/jmr.v7i3.7094
Kline, R. B. (1998). Structural equation modeling. Guilford.
Kline, R. B. (2016). Principles and practice of structural equation modeling, fourth edition (4th
ed.). Guilford Publications.
Kline, T. J., Sulsky, L. M., & Rever-Moriyama, S. D. (2000). Common method variance and
specification errors: A practical approach to detection. The Journal of Psychology, 134(4),
401-421. https://doi.org/10.1080/00223980009598225
Knouse, S. B. (1995). Variations on skill-based pay for total quality management. SAM
Advanced Management Journal, 60(1), 34-39.
https://link.gale.com/apps/doc/A17198648/AONE?u=anon~716c5a8e&sid=googleScholar
&xid=65ecd344
Koch, M. J., & McGrath, R. G. (1996). Improving labor productivity: Human resource
management policies do matter. Strategic Management Journal, 17(5), 335-354.
https://doi.org/10.1002/(sici)1097-0266(199605)17:5<335::aid-smj814>3.0.co;2-r
Kopelman, R. E., Brief, A. P., & Guzzo, R. A. (1990). The role of climate and culture in
productivity. Organizational Climate and Culture, 282-318.

Kowalski, T., Loretto, W., & Redman, T. (2015). Special issue of International Journal of
Human Resource Management: Well-being and HRM in the changing workplace. The
International Journal of Human Resource Management, 26, 123-126.

https://doi.org/10.1080/09585192.2014.969973



207

Krauss, A. D., & Snyder, L. A. (2009). Technology and performance management. In J. W.
Smither & M. London (Eds.), Performance management: Putting research into practice
(pp. 445-491). Jossey-Bass.

Kranz, G. (2008). E-learning hits its stride. Workforce Management.
http://www.immagic.com/eLibrary/Archives/General/Genref/\W080200K.pdf

Kroon, B., Van De Voorde, K., & Van Veldhoven, M. (2009). Cross-level effects of high-
performance work practices on burnout: Two counteracting mediating mechanisms
compared. Personnel Review, 38(5), 509-525. https://doi.org/10.1108/00483480910978027

Kurtessis, J. N., Eisenberger, R., Ford, M. T., Buffardi, L. C., Stewart, K. A., & Adis, C. S.
(2017). Perceived organizational support: A meta-analytic evaluation of organizational
support theory. Journal of Management, 43(6), 1854-1884.
https://doi.org/10.1177/0149206315575554

Kuvaas, B. (2007). Different relationships between perceptions of developmental performance
appraisal and work performance. Personnel Review, 36(3), 378-397.
https://doi.org/10.1108/00483480710731338

Laerd Statistics (2023). https://statistics.laerd.com/spss-tutorials/one-way-manova-using-spss-
statistics.php.

Lahteenmaki, S., Storey, J., & Vanhala, S. (1998). HRM and company performance: The use of
measurement and the influence of economic cycles. Human Resource Management
Journal, 8(2), 51-65. https://d0i/10.1111/j.1748-8583.1998.tb00166.x

Lantz, A., Ulber, D., & Friedrich, P. (2020). The problems with teamwork, and how to solve them

(1st ed.). Routledge. https://doi.org/10.4324/9780429056024



208

Lawler, I, Hall, E. E., & Oldham, D. T. (1974). Organizational climate: Relationship to
organizational structure, process and performance. Organizational Behavior and Human
Performance, 11(1), 139-155.
Lawler, I., & Ledford, E. E. (1987). Skill-based pay: A concept that’s catching on. Management
Review, 76(2), 46. https://www.proquest.com/scholarly-journals/skill-based-pay-concept-
thats-catching-on/docview/206689523/se-2?accountid=7106
Lawrence, B. S., Hall, D. T., & Arthur, M. B. (2015). Sustainable careers then and now.
Handbook of Research on Sustainable Careers. Edward Elgar Publishing.
Ledford, G. E., Jr, & Bergel, G. (1991). Skill-based pay case number 1: General
Mills. Compensation and Benefits Review, 23(2), 24-38.
https://doi.org/10.1177/088636879102300205
Lee, C., Law, K. S., & Bobko, P. (1999). The importance of justice perceptions on pay
effectiveness: A two-year study of a skill-based pay plan. Journal of Management, 25(6),
851-873. https://10.1177/014920639902500604

Lee, H.-W. (2013). Locus of control, socialization, and organizational
identification. Management Decision, 51(5), 1047-1055. https://doi.org/10.1108/md-11-
2012-0814

Lemeshko, B. Y. (2015). Chi-square-type tests for verification of normality. Measurement
Techniques, 58(6), 581-591. https://doi.org/10.1007/s11018-015-0759-2

Levy, P. E., Tseng, S. T., Rosen, C. C., & Lueke, S. B. (2017). Performance management: A
marriage between practice and science- Just say “I do.” Research in Personnel and Human
Resources Management, 35, 155-213. https://doi.org/10.1108/S0742-

730120170000035005



209

Lewicka, D., & Pec, M. (2018). The impact of human resources management on job
involvement. The mediating role of vertical trust. Folia Oeconomica Stetinensia, 18(2), 34-
45. https://doi.org/10.2478/foli-2018-0017

Li, X., Frenkel, S. J., & Sanders, K. (2011). Strategic HRM as process: How HR system and
organizational climate strength influence Chinese employee attitudes. The International
Journal of Human Resource Management, 22(9), 1825-1842. (9), 1825-1842.
https://doi.org/10.1080/ 09585192.2011.573965

Liao, H., Toya, K., Lepak, D. P., & Hong, Y. (2009). Do they see eye to eye? Management and
employee perspectives of high-performance work systems and influence processes on
service quality. Journal of Applied Psychology, 94(2), 371-391.
https://doi.org/10.1037/a0013504

Litwin, G. H., & Stringer, R. A. (1990). Motivation and Organizational Climate. Harvard
University Press.

Liu, X., & Batt, R. (2010). How supervisors influence performance: A multilevel study of
coaching and group management in technology-mediated services. Personnel
Psychology, 63(2), 265-298. https://doi.org/10.1111/j.1744-6570.2010.01170.x

Macduffie, J. P. (1995). Human resource bundles and manufacturing performance:
Organizational logic and flexible production systems in the world auto industry. Industrial
Labor Relations Review, 48(2), 197-221. https://doi.org/10.2307/2524483

Macky, K., & Boxall, P. (2007). The relationship between ‘high-performance work practices’
and employee attitudes: An investigation of additive and interaction effects. The
International Journal of Human Resource Management, 18(4), 537-567.

https://doi.org/10.1080/09585190601178745



210

Mael, F., & Ashforth, B. E. (1992). Alumni and their alma mater: A partial test of the
reformulated model of organizational identification. Journal of Organizational
Behavior, 13(2), 103-123. https://doi.org/10.1002/job.4030130202

Maier, N. R., & Hoffman, L. R. (1960). Using trained “developmental” discussion leaders to
improve further the quality of group decisions. Journal of Applied Psychology, 44(4), 247
—251. https://doi.org/10.1037/h0040026

Marin-Garcia, J. A., & Martinez Tomas, J. (2016). Deconstructing AMO framework: A
systematic review. Intangible Capital, 12(4), 1040-1087. https://10.3926/ic.838

Martinez-Gomez, M., Marin-Garcia, J. A., & Girado O Meara, M. (2016). The measurement
invariance of job diagnostic survey (JDS) across three university student groups. Journal of
Industrial Engineering and Management, 9(1). https://doi.org/10.3926/jiem.1783

Massie, M. M. (2013). An examination of organizational socialization and job satisfaction
among higher education staff [Doctoral dissertation, Capella University]. ProQuest
Dissertations & Theses Global. https://www.proquest.com/dissertations-
theses/examination-organizational-socialization-job/docview/1493901006/se-2

Mathieu, J. E., Wolfson, M. A., & Park, S. (2018). The evolution of work team research since
Hawthorne. The American Psychologist, 73(4), 308-321.
https://doi.org/10.1037/amp0000255

Maynard, M. T., Mathieu, J. E., Rapp, T. L., & Gilson, L. L. (2012). Something(s) old and

something(s) new: Modeling drivers of global virtual team effectiveness. Journal of
Organizational Behavior, 33(3), 342-365. https://doi.org/10.1002/job.1772
McGrath, J. E. (1964). Social psychology: A brief introduction. Holt.

McGrath, J. E. (1982). Judgment calls in research. SAGE Publications.



211

McGrath, J. E., Kelly, J. R., & Machatka, D. E. (1984). The social psychology of time:
Entrainment of behavior in social and organizational settings. Applied Social Psychology
Annual, 5, 21-44.

Messersmith, J. G., Patel, P. C., Lepak, D. P., & Gould-Williams, J. (2011). Unlocking the black
box: Exploring the link between high-performance work systems and performance. The
Journal of Applied Psychology, 96(6), 1105-1118. https://doi.org/10.1037/a0024710

Mitchell, M., & M Jolley, J. (2010). Research design explained. Holt.

Moeck, E. K., Bridgland, V. M., & Takarangi, M. K. (2022). Food for thought: Commentary on
Burnette et al. (2021) “Concerns and recommendations for using Amazon MTurk for
eating disorder research.” International Journal of Eating Disorders, 55(2), 282-284.
https://doi.org/10.1002/eat.23671

Moideenkutty, U., Al-Lamki, A., & Sree Rama Murthy, Y. (2011). HRM practices and
organizational performance in Oman. Personnel Review, 40(2), 239-251.
https://doi.org/10.1108/00483481111106101

Monks, K., & Loughnane, M. (2006). Unwrapping the HRM bundle: HR system design in an
Irish power utility. The International Journal of Human Resource Management, 17(11),
1926-1941. https://doi.org/10.1080/09585190601000121

Morales-Sanchez, R., & Pasamar, S. (2019). How to improve organisational citizenship
behaviour by combining ability, motivation and opportunity: The moderator role of
perceived organisational support. Employee Relations, 42(2), 398-416.

https://doi.org/10.1108/er-04-2019-0169



212

Mumford, T. V. (2009). Developing performance management competence: An exercise
leveraging video technology and multisource feedback. Journal of Management
Education, 33(5), 617-644. https://doi.org/10.1177/1052562909335859

Mundfrom, D. J., Shaw, D. G., & Ke, T. L. (2005). Minimum sample size recommendations for
conducting factor analyses. International Journal of Testing, 5(2), 159-168.
https://doi.org/10.1207/s15327574ijt0502_4

Murphy, L. R., Gershon, R. M., & Dejoy, D. (1996). Stress and occupational exposure to
HIV/AIDS. CRC Press.

Murray, B., & Gerhart, B. (1998). An empirical analysis of a skill-based pay program and plant
performance outcomes. Academy of Management Journal, 41(1), 68—78.
https://doi.org/10.2307/256898

Natale, S. M., Libertella, A. F., & Rothschild, B. (1995). Team performance management. Team
Performance Management, 1(2), 6-13. https://doi.org/10.1108/13527599510075236

Neal, A., West, M. A., & Patterson, M. G. (2005). Do organizational climate and competitive
strategy moderate the relationship between human resource management and productivity?
Journal of Management, 31(4), 492-512. https://doi.org/10.1177/0149206304272188

Ng, T. W. H., Eby, L. T., Sorensen, K. L., & Feldman, D. C. (2005). Predictors of objective and
subjective career success: A meta-analysis. Personnel Psychology, 58(2), 367-408.
https://doi.org/10.1111/j.1744-6570.2005.00515.x

Nishii, L. H., & Wright, P. M. (2007). Variability within organizations: Implications for

strategic human resource management. Lawrence Erlbaum Associates.



213

Nica, E. (2016). The effect of perceived organizational support on organizational commitment
and employee performance. Journal of Self-Governance and Management
Economics, 4(4), 34-40. https://doi.org/10.22381/emfm12120175

Norris-Watts, C., & Levy, P. E. (2004). The mediating role of affective commitment in the
relation of the feedback environment to work outcomes. Journal of Vocational Behavior,
65(3), 351-365. https://doi.org/10.1016/j.jvb.2003.08.003

Ntumi, S. (2021). Reporting and interpreting multivariate analysis of variance (MANOVA):
Adopting the best practices in educational research. Journal of Research in Educational
Sciences (JRES), 12(14), 48-57. https://doi.org/10.14505/jres.v12.14.05

O’Brien, R. G., & Kaiser, M. K. (1985). MANOVA method for analyzing repeated measures
designs: An extensive primer. Psychological Bulletin, 97(2), 316-333.
https://doi.org/10.1037//0033-2909.97.2.316

Ogbonnaya, C., & Valizade, D. (2018). High performance work practices, employee outcomes
and organizational performance: A 2-1-2 multilevel mediation analysis. The International
Journal of Human Resource Management, 29(2), 239-259.
https://doi.org/10.1080/09585192.2016.1146320

Onwuegbuzie, A. J. (2000). Expanding the framework of internal and external validity in
quantitative research. Research in the Schools, 10(1), 71- 90.
https://eric.ed.gov/?id=ED448205

Orpen, C. (1994). The effects of organizational and individual career management on career
success. International Journal of Manpower, 15(1), 27-37.

https://doi.org/10.1108/01437729410053617



214

Osterman, P. (1994). How common is workplace transformation and who adopts it? Industrial
Labor Relations Review, 47(2), 173-188. https://doi.org/10.1177/001979399404700202

Paarlberg, L. E., Perry, J. L., & Hondeghem, A. (2008). From theory to practice: Strategies for
applying public service motivation. In J. L. Perry, & A. Hondeghem (Eds.), Motivation in
public management: The call of public service (pp. 268-293). Oxford University Press.

Paauwe, J., & Boon, C. (2018). Strategic HRM: A critical review. In D. G. Collings, G. T. Wood
& L. T. Szamosi (Eds.), Human resource management: A critical approach (pp. 49-73).
Routledge. https://doi.org/10.4324/9781315299556

Paauwe, J., & Boselie, P. (2005). ‘Best practices... in spite of performance’: Just a matter of
imitation? International Journal of Human Resource Management, 16(6): 987-1003.
https://doi.org/10.1080/09585190500120798

Paauwe, J. (2009). HRM and performance: Achievements, methodological issues and prospects.
The Journal of Management Studies, 46(1), 129-142. https://doi.org/10.1111/j.1467-
6486.2008.00809.x

Paauwe, J., & Boselie, P. (2003). Challenging “strategic HRM” and the relevance of the
institutional setting. Human Resource Management Journal, 13(3), 56-70.
https://doi.org/10.1111/j.1748-8583.2003.tb00098.x

Parente, R., ElTarabishy, A., Vesci, M., & Botti, A. (2018). The epistemology of humane
entrepreneurship: Theory and proposal for future research agenda. Journal of Small
Business Management, 56, 30-52. https://doi.org/10.1111/jsbm.12432

Park, S., Yang, B., & Mclean, G. N. (2008). An Examination of Relationships between

Managerial Coaching and Employee Development. [Conference presentation]. The



215

Academy of Human Resource Development Conference, Panama City, FL.
https://eric.ed.gov/?id=ED501641

Parker, S. K. (2003). Longitudinal effects of lean production on employee outcomes and the
mediating role of work characteristics. The Journal of Applied Psychology, 88(4), 620
634. https://doi.org/10.1037/0021-9010.88.4.620

Patterson, M. G., West, M. A., Shackleton, V. J., Dawson, J. F., Lawthom, R., Maitlis, S.,
Robinson, D. L., & Wallace, A. M. (2005). Validating the organizational climate measure:
Links to managerial practices, productivity and innovation. Journal of Organizational
Behavior, 26(4), 379-408. https://doi.org/10.1002/job.312

Peterson, R. A. (2000). Constructing effective questionnaires (Vol. 1). Sage publications.

Peterson, R. A., & Kim, Y. (2013). On the relationship between coefficient alpha and composite
reliability. Journal of Applied Psychology, 98(1), 194. https://doi.org/10.1037/a0030767

Pepinsky, P. N., Hemphill, J. K., & Shevitz, R. N. (1958). Attempts to lead, group productivity,
and morale under conditions of acceptance and rejection. Journal of Abnormal Psychology,
57(1), 47-54. https://doi.org/10.1037/h0046491

Petrescu, A. 1., & Simmons, R. (2008). Human resource management practices and workers’ job
satisfaction. International Journal of Manpower, 29(7), 651-667.
https://doi.org/10.1108/01437720810908947

Pfeffer, J., & Veiga, J. F. (1999). Putting people first for organizational success. The Academy of
Management Perspectives, 13(2), 37-48. https://doi.org/10.5465/ame.1999.1899547

Phillips, J. J., & Phillips, P. P. (2016). Handbook of training evaluation and measurement

methods. Routledge.



216

Pritchard, R. D., Jones, S. D., Roth, P. L., Stuebing, K. K., & Ekeberg, S. E. (1988). Effects of
group feedback, goal setting, and incentives on organizational productivity. The Journal of
Applied Psychology, 73(2), 337-358. https://doi.org/10.1037/0021-9010.73.2.337

Polit, D. F., & Beck, C. T. (2013). Essentials of nursing research: Appraising evidence for
nursing practice (8th ed.). Lippincott Raven.

Podsakoff, P. M., MacKenzie, S. B., Lee, J.-Y., & Podsakoff, N. P. (2003). Common method
biases in behavioral research: A critical review of the literature and recommended
remedies. Journal of Applied Psychology, 88(5), 879-903. https://doi.org/10.1037/0021-
9010.88.5.879

Pulakos, E. D. (2009). Performance management: A new approach for driving business results.
John Wiley & Sons.

Pulakos, Elaine D., Mueller-Hanson, R., & Arad, S. (2019). The evolution of performance
management: Searching for value. Annual Review of Organizational Psychology and
Organizational Behavior, 6(1), 249-271. https://doi.org/10.1146/annurev-orgpsych-
012218-015009

Pulakos, Elaine D., & O’Leary, R. S. (2011). Why is performance management broken?
Industrial and Organizational Psychology, 4(2), 146-164. https://doi.org/10.1111/j.1754-
9434.2011.01315.x

Purcell, J. (2003). Understanding the people and performance link: Unlocking the black box.
CIPD Publishing.

Rachman-Moore, D., & Kenett, R. S. (2006). The use of simulation to improve the effectiveness
of training in performance management. Journal of Management Education, 30(3), 455—

476. https://doi.org/10.1177/1052562905280099



217

Raidén, A. B., Dainty, A. R. J., & Neale, R. H. (2006). Balancing employee needs, project
requirements, and organisational priorities in team deployment. Construction Management
and Economics, 24(8), 883-895. https://doi.org/10.1080/01446190600647191

Razouk, A. A. (2011). High-performance work systems and performance of French small- and
medium-sized enterprises: Examining causal order. The International Journal of Human
Resource Management, 22(2), 311-330. https://doi.org/10.1080/09585192.2011.540157

Recardo, R. J., & Pricone, D. (1996). Is skill-based pay for you? SAM Advanced Management
Journal, 61(4), 16. https://www.proguest.com/scholarly-journals/is-skill-based-pay-
you/docview/231135306/se-2

Renee Barnett, B., & Bradley, L. (2007a). The impact of organisational support for career

development on career satisfaction. Career Development International, 12(7), 617-636.
https://10.1108/13620430710834396

Richardson, H. A., Simmering, M. J., & Sturman, M. C. (2009). A tale of three perspectives:

Examining post hoc statistical techniques for detection and correction of common method
variance. Organizational Research Methods, 12(4), 762-800.
https://doi.org/10.1177/1094428109332834

Riketta, M. (2005). Organizational identification: A meta-analysis. Journal of Vocational
Behavior, 66(2), 358-384. https://doi.org/10.1016/j.jvb.2004.05.005

Rimita, K., Hoon, S. N., & Levasseur, R. (2020). Leader readiness in a volatile, uncertain,
complex, and ambiguous business environment. Journal of Social Change, 12(1), 11-16.

https://doi.org/10.5590/J0SC.2020.12.1.02



218

Riska, E., Aaltonen, L.-M., & Kentala, E. (2015). Young specialists’ career choices and work
expectations. International Perspectives on Equality, Diversity and Inclusion, 2, 127-150.
https://doi.org/10.1108/S2051-233320150000002008

Rhoades, L., & Eisenberger, R. (2002). Perceived organizational support: A review of the
literature. The Journal of Applied Psychology, 87(4), 698-714.
https://doi.org/10.1037/0021-9010.87.4.698

Rondeau, K. V. (2018). e-Performance and reward management. In M. Thite (Eds.), e-HRM:
Digital approaches, directions & applications (pp. 196-213). Routledge.
http://ebookcentral.proquest.com/lib/griffith/detail.action?doclD=5434841.

Ross, P. T., & Bibler Zaidi, N. L. (2019). Limited by our limitations. Perspectives on Medical
Education, 8(4), 261-264. https://doi.org/10.1007/s40037-019-00530-x

Rouse, S. V. (2015). A reliability analysis of Mechanical Turk data. Computers in Human

Behavior, 43, 304-307. https://doi.org/10.1016/j.chb.2014.11.004

Ruzi¢, M. D. (2015). Direct and indirect contribution of HRM practice to hotel company
performance. International Journal of Hospitality Management, 49, 56-65.
https://doi.org/10.1016/j.ijhm.2015.05.008

Sanders, K., Dorenbosch, L., & De Reuver, R. (2008). The impact of individual and shared
employee perceptions of HRM on affective commitment: Considering climate strength.
Personnel Review, 37(4), 412-425. https://doi.org/10.1108/00483480810877589

Sanetti, L. M. H., Cook, B. G., & Cook, L. (2021). Treatment fidelity: What it is and why it
matters. Learning Disabilities Research & Practice, 36(1), 5-11.

https://doi.org/10.1111/Idrp.12238



219

Saridakis, G., Lai, Y., & Cooper, C. L. (2017). Exploring the relationship between HRM and
firm performance: A meta-analysis of longitudinal studies. Human Resource Management
Review, 27(1), 87-96. https://doi.org/10.1016/j.hrmr.2016.09.005

Savaneviciene, A. (2012). Human resource management and performance: From practices
towards sustainable competitive advantage. Globalization — Education and Management
Agendas, 179-206. https://10.5772/47800
with organizational commitment and job satisfaction. Economics and Management, 16,
921-928. https://www.lituanistika.lt/content/32407

Schein, E. H. (1990). Organizational Culture: What it is and how to change it. In P. Evans, Y.

Doz & A. Laurent (Eds.), Human resource management in international firms (pp 56-86).
Palgrave Macmillan, London. https://doi.org/10.1007/978-1-349-11255-5 4

Schleicher, D. J., Baumann, H. M., Sullivan, D. W., & Yim, J. (2019). Evaluating the
effectiveness of performance management: A 30-year integrative conceptual review. The
Journal of Applied Psychology, 104(7), 851-887. https://doi.org/10.1037/apl0000368

Schneider, B. (2000). The psychological life of organizations. In N. M. Ashkanasy, C. P. M.
Wilderon, & M. F. Peterson (Eds.), Handbook of organizational culture and climate (pp.
17-21). Sage.

Schneider, B. (1975). Organizational climates: An essay. Personnel Psychology, 28(4), 447-479.
https://doi.org/10.1111/j.1744-6570.1975.tb01386.x

Schneider, B., & Reichers, A. E. (1983). On the etiology of climates. Personnel Psychology,

36(1), 19-39. https://doi.org/10.1111/j.1744-6570.1983.to00500.x



220

Schneider, B., Wheeler, J. K., & Cox, J. F. (1992). A passion for service: Using content analysis
to explicate service climate themes. The Journal of Applied Psychology, 77(5), 705-716.
https://doi.org/10.1037/0021-9010.77.5.705

Schonlau, M., & Toepoel, V. (2015). Straightlining in web survey panels over time. Survey
Research Methods, 9(2), 125-137. https://doi.org/10.18148/srm/2015.v9i2.6128

Schumacker, R. E., & Lomax, R. G. (2004). A beginner's guide to structural equation modeling.
Psychology Press.

Scott, T. W., & Tiessen, P. (1999). Performance measurement and managerial teams.
Accounting. Organizations and Society, 24(3), 263-285. https://doi.org/10.1016/S0361-
3682(98)00060-9

Shareef, R. (1994). Skill-based pay in the public. Review of Public Personnel Administration,
14(3), 60—74. https://doi.org/10.1177/0734371x9401400305

Sharma, A. (2021). Want engaged employees? Encourage human resource and enhance
organizational connectedness. Australian Journal of Business and Management
Research, 6(1), 1-12. https://doi.org/10.52283/nswrca.ajobmr.hxnp5021

Sheehan, M. (2014). Human resource management and performance: Evidence from small and
medium-sized firms. International Small Business Journal, 32(5), 545-570.
https://doi.org/10.1177/0266242612465454

Shenberger, R. (1995). Still paying for hours on the job? Think again. The Journal for Quality
and Participation, 18(1), 88. https://www.proguest.com/scholarly-journals/still-paying-

hours-on-job-think-again/docview/219143492/se-2



221

Shore, L. M., & Tetrick, L. E. (1991). A construct validity study of the survey of perceived
organizational support. The Journal of Applied Psychology, 76(5), 637-643.
https://doi.org/10.1037/0021-9010.76.5.637
Simmering, M. J., Fuller, C. M., Richardson, H. A., Ocal, Y., & Atinc, G. M. (2015). Marker
variable choice, reporting, and interpretation in the detection of common method
variance: A review and demonstration. Organizational Research Methods, 18(3), 473-
511. https://doi.org/10.1177/1094428114560023

Shuck, B. Nimon, K., & Zigarmi, D. (2017). Untangling the predictive nomological validity of
employee engagement: Partitioning variance in employee engagement using job attitude
measures. Group & Organization Management, 42(1), 79-112.
https://doi.org/10.1177/1059601116642364

Sigala, M. (2019). Redefining performance management. Academia.
https://www.academia.edu/40060661/REDEFINING_PERFORMANCE_MANAGEMENT
?from=cover_page

Simon, M. K. (2011). Dissertation and scholarly research: Recipes for success (2011 Ed.).
Seattle, WA, Dissertation Success, LLC.

Sims, H. P., & LaFollette, W. (1975). An assessment of the Litwin and Stringer organization
climate questionnaire. Personnel Psychology, 28(1), 19-38. https://doi.org/10.1111/j.1744-
6570.1975.tb00388.x

Sloan, N., Tsuchida, A., & Parent, D. (2015). Performance management: The secret ingredient.
Deloitte Insights, 27. https://dupress.deloitte.com/dup-us-en/focus/human-capital-

trends/2015/ performance-management-redesign-human-capital-trends-2015.html.



222

Smith, K. N., Lamb, K. N., & Henson, R. K. (2020). Making meaning out of MANOVA: The
need for multivariate post hoc testing in gifted education research. The Gifted Child
Quarterly, 64(1), 41-55. https://doi.org/10.1177/0016986219890352

Spector, P. E., Rosen, C. C., Richardson, H. A., Williams, L. J., & Johnson, R.E. (2019). A new

perspective on method variance: A measure-centric approach, Journal of Management,
45(3), 855-880. https://doi.org/10.1177/0149206316687295

Spurk, D., Abele, A. E., & Volmer, J. (2011). The career satisfaction scale: Longitudinal
measurement invariance and latent growth analysis. Journal of Occupational and
Organizational Psychology, 84(2), 315-326. https://doi.org/10.1111/].2044-
8325.2011.02028.x

Spurk, D., Abele, A. E., & Volmer, J. (2015). The career satisfaction scale in context: A test for
measurement invariance across four occupational groups. Journal of Career
Assessment, 23(2), 191-209. https://doi.org/10.1177/1069072714535019

Stumpf, S. A., Doh, J. P., Tymon, J., & Walter, G. (2010). The strength of HR practices in India
and their effects on employee career success, performance, and potential. Human Resource
Management, 49, 353-375. https://doi.org/10.1002/hrm.20361

Suandi, T., Ismail, I. A., & Othman, Z. (2014). Relationship between organizational climate, job
stress and job performance officer at state education department. International Journal of
Education and Literacy Studies, 2(1), 17-28.
http://journals.aiac.org.au/index.php/IJELS/article/view/234

Subramony, M. (2009). A meta-analytic investigation of the relationship between HRM bundles
and firm performance. Human Resource Management, 48(5), 745-768.

https://doi.org/10.1002/hrm.20315



223

Tabachnick, B. G., & Fidell, L. S. (2018). Using multivariate statistics (7th ed.). Pearson.
Taormina, R. J. (1997). Organizational socialization: A multidomain, continuous process
model. International Journal of Selection and Assessment, 5(1), 29-47.
https://doi.org/10.1111/1468-2389.00043
Taormina, Robert J. (2004). Convergent validation of two measures of organizational
socialization. The International Journal of Human Resource Management, 15(1), 76-94.
https://doi.org/10.1080/0958519032000157357
Teclaw, R., Price, M. C., & Osatuke, K. (2012). Demographic question placement: Effect on
item response rates and means of a veterans health administration survey. Journal of
Business and Psychology, 27(3), 281-290. https://doi.org/10.1007/s10869-011-9249-y
Thompson, E. R. (2007). Development and validation of an internationally reliable short-form of
the positive and negative affect schedule (PANAS). Journal of Cross-Cultural
Psychology, 38(2), 227-242. https://doi.org/10.1177/0022022106297301
Todorov, V., & Filzmoser, P. (2010). Robust statistic for the one-way
MANOVA. Computational Statistics & Data Analysis, 54(1), 37-48.
https://doi.org/10.1016/j.csda.2009.08.015
Tonidandel, S., & LeBreton, J. M. (2013). Beyond step-down analysis: A new test for
decomposing the importance of dependent variables in MANOVA. The Journal of
Applied Psychology, 98(3), 469-477. https://doi.org/10.1037/a0032001
Torres-Jacquez, E. (2021). Generational differences in organizational commitment in the United
States national park service wildland fire program [Doctoral dissertation, Grand Canyon

University]. ProQuest Dissertations & Theses Global.



224

https://www.proquest.com/dissertations-theses/generational-differences-
organizational/docview/2543443837/se-2

Toulson, P., & Smith, M. (1994). The relationship between organizational climate and employee

perceptions of personnel management practices. Public Personnel Management, 23(3),
453-468. https://doi.org/10.1177/009102609402300309

Tracey, J. B. (1998). A three-dimensional model of the transfer of training climate. In W. E. K.
Lehman & &. M. Cavanaugh (Co-Chairs), Recent trends in the study of transfer climate:
Research, theory, and consultation. Symposium presented at the annual meeting of the
Society for Industrial and Organizational Psychology, Dallas, TX.

Tracey, J. Bruce, Hinkin, T. R., Tannenbaum, S., & Mathieu, J. E. (2001). The influence of
individual characteristics and the work environment on varying levels of training
outcomes. Human Resource Development Quarterly, 12(1), 5.
https://doi.org/10.1002/1532-1096(200101/02)12:1<5::aid-hrdg2>3.3.c0;2-a

Tracey, J. Bruce, Tannenbaum, S. I., & Kavanagh, M. J. (1995). Applying trained skills on the
job: The importance of the work environment. The Journal of Applied Psychology, 80(2),
239-252. https://doi.org/10.1037/0021-9010.80.2.239

Tracey, J. Bruce, & Tews, M. J. (2005). Construct validity of a general training climate
scale. Organizational Research Methods, 8(4), 353-374.
https://doi.org/10.1177/1094428105280055

Truss, C., Mankin, D., & Kelliher, C. (2012). Strategic human resource management. Oxford

University Press.



225

Tu, Y., Lu, X,, Yu, Y. (2016). Supervisors’ ethical leadership and employee job satisfaction: A
social cognitive perspective. Journal of Happiness Studies, 1-17.
https://doi.org/10.1007/s10902-016-9725-1

Tucker, E. (2017). Engaging employees: Three critical roles for managers. Strategic HR
Review, 16(3), 107-111. https://10.1108/SHR-03-2017-0018

Tucker-Drob, E. M. (2011). Individual differences methods for randomized
experiments. Psychological Methods, 16(3), 298. https://doi.org/10.1037/a0023349

Van Waeyenberg, T., & Decramer, A. (2018). Line managers’ AMO to manage employees’

performance: The route to effective and satisfying performance management, 29(22), 3093.
https://10.1080/09585192.2018.1445656

Verreynne, M. L., Parker, P., & Wilson, M. (2013). Employment systems in small firms: A
multilevel analysis. International Small Business Journal, 31(4) 405-431.
https://doi.org/10.1177/0266242611401445

Verweire, K., & Van Den Berghe, L. (2004). Integrated performance management: A guide to
strategy implementation. Sage.

Vicente, P., & Reis, E. (2010). Using questionnaire design to fight nonresponse bias in web
surveys. Social Science Computer Review, 28(2), 251-267.
https://doi.org/10.1177/0894439309340751

Wall, T. D., & Wood, S. J. (2005). The romance of human resource management and business
performance, and the case for big science. Human Relations, 58(4), 429-462.

https://doi.org/10.1177/0018726705055032



226

Warne, R. T. (2014). A primer on multivariate analysis of variance (MANOVA) for behavioral
scientists. Practical Assessment, Research & Evaluation, 19(17), 1-10.
https://doi.org/10.7275/sm63-7h70

Way, S. A., & Johnson, D. E. (2005). Theorizing about the impact of strategic human resource
management. Human Resource Management Review, 15(1), 1-19.
https://doi.org/10.1016/j.hrmr.2005.01.004

West, M. A., & Anderson, N. R. (1996). Innovation in top management teams. The Journal of
Applied Psychology, 81(6), 680-693. https://doi.org/10.1037/0021-9010.81.6.680

Wiest, W. M., Porter, L. W., & Ghiselli, E. E. (1961). Relationship between individual

proficiency and team performance and efficiency. Journal of Applied Psychology, 45(6),
435-440. https://doi.org/10.1037/h0046225
Williams, L. J., Hartman, N., & Cavazotte, F. (2010). Method variance and marker variables: A
review and comprehensive CFA marker technique. Organizational Research
Methods, 13(3), 477-514. https://doi.org/10.1177/1094428110366036
Wolf, E. J., Harrington, K. M., Clark, S. L., & Miller, M. W. (2013). Sample size requirements
for structural equation models. Educational and Psychological Measurement, 73(6), 913
934. https://doi.org/10.1177/0013164413495237

Wright, P. M., & Gardner, T. M. (2000). Theoretical and empirical challenges in studying: The
HR practice-firm performance relationship.
https://ecommons.cornell.edu/handle/1813/77416

Wright, P. M., Gardner, T. M., Moynihan, L. M., Park, H. J., Gerhart, B., & Delery, J. E. (2001).

Measurement error in research on human resources and firm performance: Additional data



227

and suggestions for future research. Personnel Psychology, 54(4), 875-901.
https://doi.org/10.1111/j.1744-6570.2001.tb00235.x

Wright, P. M., Gardner, T. M., & Moynihan, L. M. (2003). The impact of HR practices on the
performance of business units. Human Resource Management Journal, 13(3), 21-36.
https://10.1111/j.1748-8583.2003.tb00096.x

Wright, P. M., Gardner, T. M., Moynihan, L. M., & Allen, M. R. (2005). The relationship
between HR practices and firm performance: Examining causal order. Personnel
Psychology, 58(2), 409-446. https://doi.org/10.1111/j.1744-6570.2005.00487.x

Yun, Y. H., Li, H. D., Deng, B. C., & Cao, D. S. 2019. An overview of variable selection
methods in multivariate analysis of near-infrared spectra. TrAC Trends in Analytical
Chemistry, 11(3), 102-115. https://doi.org/10.1016/j.trac.2019.01.018

Zigarmi, D., Nimon, K., & Conley, D. (2018). Employee affect-and cognition-based trust in their
leader and the implications for employee work intentions: A canonical correlation study.
New Horizons in Adult Education and Human Resource Development, 30(3), 23-40.
https://doi.org/10.1002/nha3.20221

Zohar, D. (2003). Safety climate: Conceptual and measurement issues. In J. C. Quick & L. E.
Tetrick (Eds.), Handbook of occupational health psychology (pp. 123-142). American

Psychological Association. https://doi.org/10.1037/10474-006



Appendix A

Examples of the Skill-based Performance Management Workbook

Figure Al

Screenshot of the Application Interface of the Assessment Workbooks

E v Q

o Tite Duein as
1 Prepare and Submit Assessments in 16 days
it Post.Evaluation Inf in2month

Figure A2

Prepare and Submit

Assessments
B oo Qoeins
DETAILS
Process:
Owner(s):

Support Worker(s):
Watcher(s):

FORMS (1) COMMENTS (0)

B Levelup Assessmentadsm

Screenshot of Workbook to Enter Skill Competency Level for Employee Assessment

Please complete Employee Information section below, then click on the BEGIN ASSESSMENT button to format page.

Employee Name John Smith Current Level Level 5 — Mastering
Current Location Assessed By Raka Sandell
Current Position |Assessment Date 2/12/2020

Process Skill

Please complete Assessment Sections below — hover over assessment title for more information if applicable.

Competency Level

Planning

Planning process

Full Competency

Understanding Budget templates

Full Competency

Client Relations & Communication management

Full Competency

[Sales and Customer Delivery

Processing requests

In Progress

Customer Service

Full Competency

|Accounting

General Accounting Education

In Progress
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Appendix B

Institutional Review Board Approval

UNIVERSITY OF

DALLAS

Institutional
Review Board

IRBO0007703 FWA 00016247 IORG0006409
October 30, 2019

Raka Sandell

Brian Murray, Ph.D
University of Dallas
Irving, TX 75062

RE: IRB expedited review of proposal # 2019101
Dear Investigators:

Thank you for submitting your request for exempt review for prior approval by the Institutional
Review Board (IRB). Your proposal was reviewed under the procedure for expedited review, as it
poses minimal risk for participants in administering surveys to adults. You indicate that steps will be
taken to obtain informed consent and protect participants’ identities in all public presentations. The
reviewer(s) recommended approval of your request to complete the project described in your
proposal under the conditions described in your application.

As you complete your research, please keep in mind that substantive changes to the research
method or participant population will require IRB review, and that any participant injuries or
complaints must be reported to the IRB at the time they occur. The IRB policies require that you
provide an annual report of the progress of this research project, or a report upon completion,
whichever occurs first.

On behalf of the members of the IRB. I wish you success in this project.

Sincerely,

Gilbert Garza. Ph.D.
Chaur, IRB

1845 East Northgate Drive, Irving, TX 75062-4736
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Appendix C
Skill-Seeking Orientation Scales

Items of the General Training Climate Scale by Tracey and Tews (2005):

1. There is a performance appraisal system that ties financial rewards to use of newly acquired
knowledge and skills.

2. This organization offers excellent training programs.

3. Employees are provided with resources necessary to acquire and use new knowledge and
skills.

4. There are rewards and incentives for acquiring and using new knowledge and skills in one’s
job.

5. This organization rewards employees for using newly acquired knowledge and skills on the
job.

Each of the items scored on a 5-point Likert-type scale ranging from “strongly disagree”, to

“strongly agree”.

Items to measure employee attitude towards the skill-seeking attitudes for this study:
1. | am aware of what training | need in order to improve my skills.
2. | am motivated to seek training to improve my skills.

3. | am excited about the training opportunities available at the company.

Each of the items scored on a 5-point Likert-type scale ranging from “strongly disagree”, to

“strongly agree”.
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Appendix D
Connectedness to Organizational Goals Scales
Items of the organizational socialization inventory by Robert J. Taormina (1997):
1. 1 know very well how to get things done in this organization.
2. | have a full understanding of my duties in this organization.
3. The goals of this organization have been made very explicit.
4. 1 have a good knowledge of the way this organization operates.

5. This organization’s objectives are understood by almost everyone who works here.

Each of the items scored on a 7-point Likert-type scale ranging from “strongly disagree”, to

“strongly agree”.

The items for my study were:

=

| know the goals, mission, and vision of the organization.
2. | see how my goals contribute to achieving the company’s goals and vision.
3. | can approach organization supervisors, managers, or leaders for guidance in helping me
contribute to the company’s goals and vision.
4. 1 receive regular feedback and coaching from my manager that guides me to see how |
can change my actions to contribute to the company’s performance goals.
5. | see the company’s core values in action in the business.
Each of the items scored on a 5-point Likert-type scale ranging from “strongly disagree”, to

“strongly agree”.
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Appendix E

Career Satisfaction Scales
The items of the career satisfaction scale by Greenhaus et al. (1990):
1. I am satisfied with the success | have achieved in my career.
2. | am satisfied with the progress | have made toward meeting my overall career goals.
3. I am satisfied with the progress | have made toward meeting my goals for income.
4. | am satisfied with the progress | have made toward meeting my goals for advancement.
5. | am satisfied with the progress | have made toward meeting my goals for the development of
new skills.
Each of the items scored on a 5-point Likert-type scale ranging from “strongly disagree”, to
“strongly agree”.
The questions for my study were:
1. I am satisfied with the success | have achieved in my career.
2. | am satisfied with the progress | have made toward meeting my overall career goals.
3. I am satisfied with the progress | have made toward meeting my goals for advancement.
4. | am satisfied with the progress | have made toward meeting my goals for the development of
new skills.
Each of the items scored on a 5-point Likert-type scale ranging from “strongly disagree”, to

“strongly agree”.
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Appendix F
Organizational Climate for Performance Scales

Items of the Organizational Climate Measure®:

Supervisory Support

1.
2.
3.
4.
5.

Supervisors here are really good at understanding peoples’ problems.
Supervisors show that they have confidence in those they manage.
Supervisors here are friendly and easy to approach.

Supervisors can be relied upon to give good guidance to people.
Supervisors show an understanding of the people who work for them.

Innovation & Flexibility

1.
2. This company is quick to respond when changes need to be made.

3.

4. This organization is very flexible; it can quickly change procedures to meet new

o

6.

New ideas are readily accepted here.
Management here are quick to spot the need to do things differently.
conditions and solve problems as they arise.

Assistance in developing new ideas is readily available.
People in this organization are always searching for new ways of looking at problems.

Each of the items scored on a 5-point Likert-type scale ranging from “strongly disagree”, to
“strongly agree”.

The questions for my study were:

=

w

o

The company values employees as a key resource contributing to its well-being.

The company fosters an environment where diverse individuals can work together
effectively.

The company encourages creativity.

The company places importance on helping employees perform their jobs to the best of
their abilities.

The company supports employees' freedom to put their ideas into action in their jobs
The company recognizes employees who demonstrate high performance.

Items scored on a 5-point Likert scale ranging from “strongly disagree” to “strongly agree.”
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Appendix G
PMBQ Survey by Kinicki et al. (2013)

. Ensures that performance goals are linked to the strategic or operational goals of the company
. Participatively sets goals

. Assists others in setting specific and measurable performance objectives

. Assists others in developing action plans that support performance goals

. Encourages others to set challenging yet attainable goals

. Has a communication style that causes others to become defensive. (R)

. Is a good listener

. Is approachable and available to talk with others

. Provides more positive than negative feedback

10. Gives others timely feedback about their performance

11. Gives others specific feedback about what is good and bad about performance

12. Assists others in their career planning

13. Gives honest feedback

14. Explains how someone’s behavior affects him/her and the work group when providing
feedback

15. Shows others how to complete difficult assignments and tasks

16. Provides the resources needed to get the job done

17. Helps identify solutions to overcome performance roadblocks

18. Helps people to develop their skills

19. Provides direction when it is needed

20. Gives special recognition for exceptional performance

21. Rewards good performance

22. Links recognition and/or rewards to performance

23. Checks work for accuracy and/or quality

24. Keeps people informed about changes, deadlines, or problems

25. Communicates expectations relating to quality

26. Monitors his/her own work performance

27. Prioritizes tasks and goals

Note. Respondents were given the following instructions. “After reading each statement, please
rate the person you are evaluating in terms of how frequently he/she engages in the behavior.
Indicate your answer by selecting the description that best represents your observations or
experience. The descriptions range from rarely/never, once in a while, sometimes, fairly often,
and very frequently/always. There are no right or wrong answers. The correct answer is the
answer which expresses your honest observations or experience.”

(R) represents a reflected item.

OO ~NOoO Ol WN P
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Appendix H

Survey Instrument

We’re canducting a survey and your input would be appreciated. The company is in the process of
launching a performance management process. Your responses to the survey questions will help us
better understand the effectiveness of this program.

Additionally, the company is supporting academic research and the professional development of one of
our team members. You are invited to join in supporting your colleague who is studying performance
management outcomes based on our program. In the attached survey, you will be asked

whether your responses may anonymously be included in a study of how our performance management
system relates to job and career outcomes. You are not required to share your input with the academic
study, and you will be asked in the survey to opt in or out. In any case, your individual responses are
anonymous. The responses from the study will be used by the team member in her academic program
and may be included in summary format in presentations or publications on performance management.
A summary report of her findings will be reported to the company to inform improvements in the
performance management program.

Click the button below to start the survey. Thank you for your participation!

Please rate the following questions on a scale of 0 (Strongly Disagree) to 5 (Strongly agree).
1. 1 know the goals, mission, and vision of this company.

Strongly Disagree Disagree Meutral Agree Strongly Agree

O O O O O

2. | can see how my goals contribute to achieving the company’s goals and vision.

Strongly Disagree Disagres Meutral Agree Strongly Agres

O O O O O

3. | see the company’s core values in action in the business

Strongly Disagree Disagree Meutral Agree Strongly Agree

O O O O O
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Appendix H (Continued)

4. | can approach organization supervisors, managers, or leaders for guidance in helping me
contribute to the company’s goals and vision.

Strongly Disagree Disagree MNeutral Agree Strongly Agree

O O O O O

5. I receive regular feedback and coaching from my manager that guides me to see how |

can change my actions to contribute to the company’s performance goals.

Strongly Disagree Disagres Meutral Agree Strongly Agree

O O O O O

6. The company values employees as a key resource contributing to its well-being.

Strongly Disagree Disagree Neutral Agree Strongly Agree

O O O O O

7. The company fosters an environment where diverse individuals can work together
effectively.

Strongly Disagree Disagres Neutral Agdree Strongly Agree

O O O O O

8. The company encourages creativity.

Strongly Disagree Disagree Meutral Agree Strongly Agree

O O O O O

9. The company places importance on helping employees perform their jobs to the best of
their abilities.

Strongly Disagree Disagres Neutral Agres Strongly Agres

O O O O O

10. The company supports employees' freedom to put their ideas into action in their jobs.

Strongly Disagree Disagres Meutral Agree Strongly Agres

O O O O O
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11. The company recognizes employees who demonstrate high performance.

Strongly Disagree Disagree Meutral Agree Strongly Agree

O O O O O

12. I am satisfied with the success I have achieved in my career.

13. I am satisfied with the progress | have made toward meeting my overall career goals.

14

15.

16

17

Strongly Disagree Disagres Neutral Agres Strongly Agres

O O O O O

Strongly Disagree Disagres MNeutral Agree Strongly Agree

O O O O O

Strongly Disagres Disagres MNeutral Agree Strongly Agres

O O O O O

| am satisfied with the progress | have made toward meeting my goals for the
development of new skills.

Strongly Disagree Disagres Meutral Agree Strongly Agres

O O O O O

| am aware of what training | need in order to improve my skills.

Strongly Disagree Disagres Neutral Agree Strongly Agree

O O O O O

. I am motivated to seek training to improve my skills.

Strongly Disagree Disagree Neutral Agree Strongly Agree

O O O O O

237

. | am satisfied with the progress | have made toward meeting my goals for advancement.
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Appendix H (Continued)
18. | am excited about the training opportunities available at the company.

Strongly Disagree Disagree Neutral Agree Strongly Agree

O O O O O
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Qualtrics® Scale Comparability Survey

CONSENT TO PARTICIPATE IN A RESEARCH STUDY
University of Dallas

TITLE OF PROJECT: Scale validation study

Below is a description of the research procedures and an explanation of your rights as a research
participant. In accordance with the policies of the University of Dallas, you are asked to read this

information carefully.
The purpose of this study is to measure your perceptions of your job and of the organization for which
you are an employee. Your participation is completely voluntary, and if you begin participation and

choose to not complete it, you are free to not continue without any adverse consequences.

You are eligible to participate in this study if you are at least 18 years of age, live in the United States

of America and work for a company full-time (more than 35 hours).

1f you agree to be in this study, you are asked to do the following things:

Confirm that you are at least 18 years of age.

Confirm that you live in the United States of America.

Confirm that you work for a company full-time (more than 35 hours).

Confirm that you voluntarily agree to complete an online multiple choice survey.

Be willing to take approximately 15-20 minutes to answer all questions honestly as there are no

right or wrong answers.

Select the button that best corresponds to your response after reading each question or
statement.
« Scroll down the page to answer all the questions if needed and select NEXT to continue after

each page.

There are no known risks to this study, other than becoming a little tired of answering the questions. If
this happens, you are free to take a break (you have up to one hour to complete the survey) and return
to the survey to finish it, or, you can discontinue participation without any problems. Potential benefits
to this study are: contributing to the research on employee perceptions towards their career,

supervisor and their organization.

Because you will not be providing any clues to your identity, you can be assured that all your
provided responses to the questions are anonymous. After completion of the survey, you will be
assigned a completion code which will be kept confidential and secure and will only be used to

process your payment. The code will not be linked back to survey data and will be deleted after
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payment is processed. If you need to ask questions about this study, you can contact the principal
researcher, Raka Sandell (at rsandell@udallas.edu) or, if you have any guestions about your rights as
a participant, you may contact the Chair of the University of Dallas IRB, Dr. Gilbert Garza at (972) 721-
5366 or garza@udallas.edu.

| have read and understood what has been explained to me

If I choose to participate in this study, | will click “Yes” in the box below and proceed to the survey. If |

choose to not participate, | will click “No” in the box.

O Yes, I choose to participate in this study

O No, I choose to not participate in this study.

Are you currently living in the United States?

O Yes
O No

In addition to your work for Amazon MTurk®, are you employed full-time (more than 35

hours) at a company or non-profit organization in a regular employee position?

O Yes
O No

What is the fifth word in this sentence: "What is 2 plus two"

© two © | Four

O O
4 +
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Important instructions for completing the survey:

When you answer the questions in this survey, please focus on a single company for which
you work full-time (more than 35 hours). Reflect only on your job and the interactions you

have with your supervisor or peers in that organization in answering the questions.

What best describes the industry sector that you work in?

0 Agriculture, Forestry, Fishing and Hunting
O Education

O Healthcare

O Hospitality and Restaurants

O Information technology related

O Manufacturing, Construction and Mining

O Professional Services (accounting, finance, consulting, legal, etc.)
O Realestate (property management)

O Real estate (other than property management)
O Reil

O Transportation, Logistics and Warehousing
O Other

What is the size of the company in terms of the number of employees?

O 150 employees
O 50-500 employees
O 500 - 5000 employees

O 5000 or more employees
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The following statements are about your feelings about the connectedness to the goals of
the organization for which you are a full-time employee. Please read each statement carefully
and indicate how much you agree with each statement. Be honest as there are no right or
wrong answers. Often, the best approach is to select the first response that comes to your

mind.

Strongly Strongly
Disagree Disagree Neutral Agree Agree

I know the goals,
mission, and vision of O O O O O

my company

Strongly Strongly
Disagree Disagree Neutral Agree Agree

I see how my goals

contribute to

achieving my @) @) @] @) O
company'’s goals and

vision

Strongly Strongly
Disagree Disagree Neutral Agree Agree

I can approach

organization

SUpervisors, managers,

or leaders for guidance

in helping me O o o o O
contribute to my

company'’s goals and

vision

Strongly Strongly
Disagree Disagree Neutral Agree Agree

I receive regular

feedback and coaching

from my manager that

guides me to see how [

can change my actions o O o o O
to contribute to my

company'’s

performance goals

Strongly Strongly
Disagree Disagree Neutral Agree Agree

I see CA's core values
in action in the O O O O O

business
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The following are more statements about your feelings towards the connectedness to the
goals of the organization for which you are a full-time employee. Please read each statement
carefully and indicate how much you agree with each statement.

Please note the additional answer choices.

I know very well
how to get things
done in this
organization

This organization’s
objectives are
understood by almost
everyone who works

here.

I'have a full
understanding of my
duties in this

organization.

I have a good
knowledge of the
way this organization
operates.

The goals of this
organization have
been made very

explicit.

Strongly
Disagree

O

Strongly
Disagree

O

Strongly
Disagree

O

Strongly
Disagree

O

Strongly
Disagree

O

Disagree

O

Disagree

O

Disagree

®)

Disagree

O

Disagree

O

Slightly
Disagree  Neutral

O O

Slightly
Disagree  Neutral

O O

Slightly
Disagree  Neutral

@) @)

Slightly
Disagree  Neutral

O O

Slightly
Disagree  Neutral

@) @)

Slightly Strongly
Agree Agree Agree

O @) O

Slightly Strongly
Agree Agree Agree

@) O @)

Slightly Strongly
Agree Agree Agree

O O O

Slightly Strongly
Agree Agree Agree

O @) O

Slightly Strongly
Agree Agree Agree

O O O
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This is an attention check. Please click on the picture of the star below:
R ° X
O . O '

The following statements are about your feelings about the organization at which you are
employed full-time. Please read each statement carefully and indicate how much you agree
with each statement. Be honest as there are no right or wrong answers. Often, the best

approach is to select the first response that comes to your mind.

244



This company
encourages creativity

This company fosters
an environment where
diverse individuals can
work together
effectively

This company
supports employees'
freedom to put their
ideas into action in
their jobs

This company values
employees as a key
resource contributing
to its well-being

This company places
importance on helping
employees perform
their jobs to the best
of their abilities

This company
recognizes employees
who demonstrate high
performance.

Strongly
Disagree

O

Strongly
Disagree

O

Strongly
Disagree

O

Strongly
Disagree

©)

Strongly
Disagree

O

Strongly
Disagree

O
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Strongly
Disagree Neutral Agree Agree

©) ©) ©) O

Strongly
Disagree Neutral Agree Agree

O O O O

Strongly
Disagree Neutral Agree Agree

O O O O

Strongly
Disagree Neutral Agree Agree

O O O O

Strongly
Disagree Neutral Agree Agree

O O O O

Strongly
Disagree Neutral Agree Agree

©) ©) ©) O
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The following are more statements related to your feelings about the organization at which

you are employed full-time. Please read each statement carefully and indicate how much you

agree with each statement.

Please note the change in answer choices.

Definitely False False
This company is quick
to respond when o o
changes need to be
made

Definitely False False
Assistance in
developing new ideas O O
is readily available

Definitely False False
This organization is
very flexible; it can
quickly change

rocedures to meet

proced @) @)
new conditions and
solve problems as they
arise

Definitely False False
New ideas are readily o o
accepted here

Definitely False False
People in this

organization are
always searching for O O
new ways of looking

at problems
Definitely False False

Management here are
quick to spot the need O O
to do things differently

True

True

True

True

True

True

Definitely True

O

Definitely True

O

Definitely True

Definitely True

Definitely True

O

Definitely True

O
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The following are more statements related to your feelings about the organization at which

you are employed full-time. Please read each statement carefully and indicate how much you

agree with each statement.

Supervisors here are
really good at
understanding peoples’
problems

Supervisors here are
friendly and easy to
approach

Supervisors show an
understanding of the
people who work for

them

Supervisors show that
they have confidence
in those they manage

Supervisors can be
relied upon to give
good guidance to
people

Definitely False

O

Definitely False

O

Definitely False

O

Definitely False

O

Definitely False

@)

False

False

False

False

False

True

True

True

True

True

Definitely True

O

Definitely True

O

Definitely True

O

Definitely True

O

Definitely True

O

This is an attention check. Please indicate your response to the following statement:

Please choose
"Strongly Agree"

Strongly

Disagree  Disagree

@) @)

Slightly
Disagree

O

Slightly
Neutral  Agree

@) @)

Strongly

Agree Agree

@) @)
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The following statements are about your feelings about training and acquiring skills in the
organization at which you are employed full-time. Please read each statement carefully and
indicate how much you agree with each statement. Be honest as there are no right or wrong

answers. Often, the best approach is to select the first response that comes to your mind.

Strongly Strongly
Disagree Disagree Neutral Agree Agree

I am excited about the

training opportunities O O O O ®)

available at my

company
Strongly Strongly
Disagree Disagree Neutral Agree Agree
I am motivated to seek
training to improve @) O O O O
my skills
Strongly Strongly
Disagree Disagree Neutral Agree Agree

I am aware of what

training [ need in O O O O ®)
order to improve my

skills

248
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Appendix | (Continued)

the organization at which you are employed full-time. Please read each statement carefully

and indicate how much you agree with each statement.

This organization
rewards employees for
using newly acquired
knowledge and skills
on the job.

There are rewards and
incentives for
acquiring and using
new knowledge and
skills in one’s job.

Thereisa
performance appraisal
system that ties
financial rewards to
use of newly acquired
knowledge and skills.

This organization
offers excellent

training programs.

Employees are
provided with
resources necessary to
acquire and use new
knowledge and skills.

Strongly
Disagree

O

Strongly
Disagree

O

Strongly
Disagree

Strongly
Disagree

O

Strongly
Disagree

@)

Disagree

O

Disagree

O

Disagree

Disagree

O

Disagree

O

Neutral

O

Neutral

Neutral

Neutral

Neutral

Agree

Agree

Agree

Agree

Agree

Strongly
Agree

O

Strongly
Agree

O

Strongly
Agree

Strongly
Agree

@)

Strongly
Agree

O
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250

The following statements are about your feelings about your career satisfaction at the

organization at which you are employed full-time. Please read each statement carefully and

indicate how much you agree with each statement. Please be honest as there are no right or

wrong answers. Often, the best approach is to select the first response that comes to your

mind.
Strongly
Disagree
I am satisfied with the
success [ have @)
achieved in my career.
Strongly
Disagree
I am satisfied with the
progress [ have made
toward meeting my 0O
goals for the
development of new
skills.
Strongly
Disagree
I am satisfied with the
progress [ have made
toward meeting my @)
goals for
advancement.
Strongly
Disagree
I am satisfied with the
progress [ have made 0O
toward meeting my
goals for income.
Strongly
Disagree
I am satisfied with the
progress [ have made o

toward meeting my

overall career goals.

Disagree

O

Disagree

Disagree

O

Disagree

@)

Disagree

O

Neutral

O

Neutral

Neutral

O

Neutral

@)

Neutral

O

Agree

Agree

Agree

Agree

Agree

Strongly
Agree

O

Strongly
Agree

Strongly
Agree

©)

Strongly
Agree

@)

Strongly
Agree

®)
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The following are more statements about your career satisfaction in the organization at

which you are employed full-time. Please read each statement carefully and indicate how

much you agree with each statement.

I am satisfied with the
success [ have

achieved in my career.

I'am satisfied with the
progress [ have made
toward meeting my
goals for
advancement.

I'am satisfied with the
progress [ have made
toward meeting my

overall career goals.

I'am satisfied with the
progress [ have made
toward meeting my
goals for the
development of new
skills.

Strongly

Disagree

O

Strongly

Disagree

O

Strongly

Disagree

O

Strongly

Disagree

Disagree

O

Disagree

O

Disagree

@]

Disagree

Neutral

O

Neutral

Neutral

Neutral

Agree

Agree

Agree

Agree

Strongly
Agree

O

Strongly
Agree

O

Strongly
Agree

@)

Strongly
Agree
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Please read each statement carefully and indicate how much you agree with each
statement. Please be honest as there are no right or wrong answers. Often, the best approach

is to select the first response that comes to your mind.

Thinking about yourself and how you normally feel, to what extent do you generally feel:

Never Rarely Sometimes Often Always
Hostile @) @) @) @) @)
Nervous @) @) @) @) @)

Afraid O O @) @) O

252



253

Appendix | (Continued)

Please reflect on traits and qualities of your direct supervisor at the company for which you

work full-time (35 hours or more) and provide your evaluation of him or her as you read the

statements below and on the following two pages.

After reading each statement, please rate your direct supervisor at the company for which

you work full-time in terms of how frequently he or she engages in the behavior. Indicate

your answer by selecting the description that best represents your observations or

experience. The descriptions range from rarely/never, once in a while, sometimes, fairly

often, and very frequently/always. There are no right or wrong answers. The correct answer

is the answer which expresses your honest observations or experience.

My supervisor...

Ensures that
performance goals
are linked to the
strategic or
operational goals of
the company

Participatively sets
goals

Assists others in
setting specific and
measurable
performance

objectives

Assists others in

developing action
plans that support
performance goals

Encourages others
to set challenging
yet attainable goals

Hasa
communication
style that causes
others to become
defensive.

Is a good listener

Onceina Fairly Very
Rarely/Never while Sometimes often frequently/ Always



Is approachable and
available to talk

with others

Provides more
positive than
negative feedback

O

O

Appendix |
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My supervisor...

Rarely/Never

Gives others timely
feedback about
their performance

Gives others

specific feedback

about what is good O
and bad about

performance

Assists others in
their career O

planning

Gives honest
feedback O

Explains how

someone’s behavior

affects him/her and 0O
the work group

when providing

feedback

Shows others how

to complete difficult O
assignments and

tasks

Provides the
resources needed to O
get the job done

Helps identify

solutions to

overcome @)
performance

roadblocks

Helps people to O
develop their skills

Onceina
while

O

Appendix | (Continued)

Sometimes

@)

Fairly
often

®)

Very
frequently/Always

@)
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My supervisor...

Provides direction

when it is needed

Gives special
recognition for
exceptional

performance

Rewards good

performance

Links recognition
and/or rewards to

performance

Checks work for
accuracy and/or
quality

Keeps people
informed about
changes, deadlines,

or problems

Communicates
expectations
relating to quality

Monitors his/her
own work

performance

Prioritizes tasks and

goals

Rarely/Never

O

Once in a

while

O

Appendix | (Continued)

Sometimes

O

Fairly
often

O

Very
frequently/ Always

O
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Please answer the following general questions about yourself. Remember, none of this

information is tied to your identity and all answers will be kept confidential.

What is your gender?

O Male
O Female
O Other/Prefer not to say

What is your age range?

O 18-24
O 25-34
O 35-44
O 45-54
O s4-64

O Above 64

What best describes your job level within your company?

O Do not manage employees

O Supervisor or Manager

Which best describes your race/ethnicity?

O African American or Black

O American Indian/Other Native American
O Asian or Pacific Islander

O Caucasian or White (other than Hispanic)
O Hispanic

O Other
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What is the highest degree or training that you have completed?

O Less than high school

@ High school graduate or equivalent (e.g., GED)

O Some college credit but no degree

O 2-year degree: Associate's degree (e.g., AA,AS)

@ 4-year degree: Bachelor's degree (e.g., BA, BS, BBA)
O Master's/Professional degree (e.g., MBA, MEd.)

O Doctorate (e.g., PhD, EdD)

How many years have you worked full-time at your company?

O 0-2 years
O3 years
O 6-8 years
O 9-11 years
O 12 -14years

O 15 + years
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Appendix J

Scale Comparability Study Institutional Review Board Approval

UNIVERSITY OF /=y

DALLASSY

IRB00007703 FWA 00016247 IORG0006409

Institutional
Review Board

October 3, 2022

Raka Sandell

Satish & Yasmin Gupta College of Business
University of Dallas

Irving, TX 75062

RE: IRB approval of proposal # 2022041
Dear investigator:

Thank you for submitting your research proposal for prior approval by the Institutional Review
Board (IRB). Your proposal was reviewed under the procedure for expedited review, as it poses
minimal risk for participants using surveys with adults. You indicate that steps will be taken to
procure informed consent and protect participants’ identities. The reviewer(s) recommended approval
of your request to complete the research described in your proposal under the conditions stated
above.

As you complete your research, please keep in mind that substantive changes to the research method,
participant population or project end date will require IRB review, and that any participant injuries or
complaints must be reported to the IRB at the time they occur. The IRB policies require that you
provide an annual report of the progress of this research project, or a report upon completion,
whichever occurs first.

On behalf of the members of the IRB, I wish you success in this project.

Gilbert Garza, Ph.D.
IRB Chair



Figure K1

Appendix K

Model 1-SPSS AMOS Diagram for One-factor Model for Skill-seeking
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Figure K2

Model 3- SPSS AMOS Diagram for Two-factor Model for Skill-seeking
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Figure K3

Model 3 - SPSS AMOS Diagram for One-factor Model for Connectedness to Goals

Figure K4

Model 4- SPSS AMOS Diagram for Two-factor Model for Connectedness to Goals
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Figure K5

Model 5- SPSS AMOS Diagram for One-factor Model for Career Satisfaction

Figure K6

Model 6- SPSS AMOS Diagram for Two-factor Model for Career Satisfaction
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Figure K7

Model 7- SPSS AMOS Diagram for One-factor Model for Organizational Climate for

Performance
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Figure K8

Model 8- SPSS AMOS Diagram for Two-factor Model for Organizational Climate for

Performance
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Figure L1
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Appendix L

Graph of Mean Values of Variables for Time 1, Time 2, and Time 3
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