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ABSTRACT 

Public service delivery organizations are under pressure. The government demands public 
organizations to focus more and more on efficiency and effectiveness. Organizations within 
the public service sector are forced to cut back and become more efficient. However in order 
to justify the existence of public organizations, they need to deliver high quality public value, 
ergo, deliver a high quality public service. The elderly care sector is not an exception from 
this phenomenon. Especially in public service organizations, such as the elderly care, the 
service delivery (public value) is strongly and directly influenced by the behavior of 
employees. By using empirical data from a survey among 421 frontline elderly care workers 
this article discusses the impact of people management on the behavior of employees, both 
task and non-task (OCB) behavior, and on employee well-being from a balanced approach. 
The results indicate that the effect of people management on behavior and employee well-
being is often, at least partly, mediated by the AMO (abilities, motivation and opportunities) 
concepts. Both the abilities dimension and motivation dimension often have a direct impact 
on the behavior of employees whereas the opportunities dimension is suggested to be, at least 
partly, mediated by abilities in several occasions. In respect to employee well-being both 
opportunities and motivation have a direct influence. The concept of abilities does not have an 
effect on employee well-being. The results show differences, but no conflicting mechanisms 
between the antecedents of behavior and those of employee well-being. 

 

Keywords: people management, AMO theory, public service motivation (PSM), self 

determination theory (SDT), organizational citizenship behavior (OCB), employee well-

being, balanced approach. 
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INTRODUCTION 

HRM, especially the relationship between HRM and Performance, has been a subject of 

academic interest for decades (Guest, 1997), resulting in the common assumption that there is 

a positive link between HRM and performance. Both Arthur (1994) and Huselid (1995) have 

set the foundation for this assumption. However, the mechanisms that influence this 

relationship have received increasingly more attention since 1997. In 1997 Guest argued that 

in order for the HRM - performance research to develop further, there needs to be more 

attention for the mechanisms that relate HRM to performance. These mechanisms have often 

been referred to as the black-box (Wright & Nishii, 2006; Paauwe, 2004; Boselie et al. 2005). 

As discussed by Boselie et al. (2005) different researchers use different theories to explore the 

black-box. However, the most frequently used theory is the AMO theory (Abilities, 

Motivation and Opportunities). The interest in the HRM – performance relationship 

originated in the private sector. However, HRM is becoming a topic of interest in the public 

sector. With the rise of New Public Management (NPM), Public Service Motivation (PSM) 

and the public value discussion (Stark, 2002; Perry & Wise 1990; Rainey et al., 2008), there 

are many connections to be made with HRM and HRM theories. This research will combine 

the current HRM theories with current public management theories.     

 The basic model for this research is build up from a combination of the models of 

Guest (1997), Delery & Shaw (2001) and De Winne & Sels (2003). All three propose that the 

relationship between HRM practices and performance is mediated by either workforce 

characteristics and workforce performance (Delery & Shaw, 2001), employee attitudes and 

employee behavior (De Winne & Sels, 2003) or HRM outcomes and behavior outcomes 

(Guest 1997). In the current research a distinction will be made between HRM outcomes and 

employee attitude, resulting in a four stage model instead of a three stage model as suggested 

by Guest (1997), Delery & Shaw (2001) and De Winne & Sels (2003). Following the lead of 
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Nishi and Wright (2007) the starting point of this research will be the perceived HR practices. 

It is the employees’ perception that has an effect on their attitudes and behavior. Based on all 

this, the basic conceptual model of this research is shown in figure 1. 

 

Figure 1. Basic conceptual model. 

The current research will focus on the relationship between the perceived HR practices and 

employee behavior, from a balanced approach (Deephouse, 1999; Paauwe, 2009; Boselie, 

2010). This approach argues that HRM should not be solely focused on organizational 

outcomes, such as performance, but also on the employee outcomes, such as well-being. 

Therefore both organizational outcomes (employee behavior) and employee outcomes 

(employee well-being) will be investigated within this research. The concept of performance 

will not be empirically measured. As Paauwe (2004), Behn (2003) and Boselie et al. (2005) 

all mention, performance is a (multidimensional) concept that can be measured in many 

different ways. The concept of performance is in this research seen as delivering public value. 

Measuring this would include a completely different level of analysis than in case of the rest 

of the HRM chain, which is measured at the individual employee level. 

 The aim of this research is to explore the relationships between the different fragments 

of the HRM chain. The theoretical framework will be based on both HRM theories (resource 

based view and social exchange theory) and public management ‘theories’ (new public 

management and public values). Many researchers use the theories, however it is not often 

that these are combined. In combining the theories, this research aims to contribute to the 

knowledge of the academic HRM field and the public management field on the mechanisms 

within the black-box. This research will attempt to provide a holistic overview of the 
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relationships, providing new interesting questions for further research.   

 First, this article will discuss the relationships between the theories. Based on this 

theoretical framework the hypotheses will be formulated. In the second section the methods 

will be discussed as well as the measurement of the different variables and techniques for 

statistical analysis that will be used, such as multilevel and mediation. In the third section the 

results will be given, followed by a discussion of the results in light of the theories and prior 

research. The article will conclude with a reflection on the research and recommendations for 

further research. 

HRM THEORIES 

The current research draws from two main HRM theories: 1) Resource Based View (RBV) 

(Barney, 1991; 2001) and 2) the Social Exchange Theory (SET) (Blau, 1964). In the RBV 

employees are seen as valuable inimitable recourses that can be used to reach competitive 

advantage over other organizations (Delery & Shaw, 2001). The aim of  HRM in the RBV is 

creating, managing and controlling a human capital pool that is aimed at sustainable 

competitive advantage. The HR practices should be aimed at both horizontal and vertical fit 

(De Winne & Sels, 2003). The horizontal fit is focused on the fit between all the HR 

practices. The vertical fit is focused at the fit between HR practices and organizational goals. 

Behavior in the RBV is driven by rationality in both HR practices and in employee choices. 

Knies (2012) describes this as the cognitive path.       

 In the SET employees are still seen as a way to achieve performance. However, the 

way that HRM is used to achieve performance is different. The SET approaches HRM and the 

impact of HRM on employees on a social relationship level. In the SET, behavior is formed 

by means of the exchange relationship that is created. The choices are not necessarily based 

on rational choice (Cole, Schaninger and Harris, 2002). The exchange relationship can be 

between manager and employee (LMX), between the organization and the employee (POS) or 
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between the team and the employee (TMX) (Cole, Schaninger and Harris, 2002). The impact 

of HRM is thus not seen as instrumental, but as social and relational steering behavior in the 

preferred direction. Knies (2012) describes this as the affective path. Although both 

approaches, RBV and CET, have a different approach, they are not mutually exclusive.  

 In this research two theories that combine both the RBV and SET will be used to 

explore the behavior of employees. Firstly, the people management theory will be used as 

operationalization for the perceived HR practices stage of the model. The people management 

theory combines the RBV and the SET. Purcell and Hutchinson (2007) argue that the 

employees perception of HRM is not solely determined by the HR practices that are 

implemented. The perception of the employee is also influenced by the leadership behavior of 

the manager. Whereas the implemented HR practices can be seen as a RBV component and 

the cognitive path, the leadership behavior and interpersonal relationship is strongly related to 

the SET approach and the affective path.      

 Secondly, in the current research the black-box will be explored by means of the AMO 

theory (Appelbaum et al., 2000) filling in both the HR outcomes (abilities and opportunities) 

and the employee attitudes (motivation) stage of the model. The RBV approach can be related 

to both the abilities and opportunities dimension, whereas the SET approach can be related to 

both the opportunities and motivation dimension. The abilities dimension focuses on the 

cognitive path and therefore can be related to the RBV. The opportunities dimension will 

focus in this research not solely on the autonomy employees perceive (related to the LMX and 

SET) (Appelbaum et al., 2000). The dimension will also focus on the support given by direct 

co-workers (related to TMX) and on the more instrumental prerequisite side of opportunities 

(related to RBV). The motivation dimension focuses on two theories that can be related to 

CET, the self determination theory and public service motivation. The latter will be discussed 

later on in  this article. Both motivation theories assume that motivation is a combination of 
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both internal and external (context) mechanisms that influence the motivation of individuals. 

As Vandenabeele (2007) describes, motivation is an interplay between identity and 

institutions. The interplay between these two aspects can be seen as a relational aspect relating 

motivation to the SET at the organizational level (POS). The current research will see 

motivation as an employee attitude, distinguishing it from the HR outcomes. Not only does 

Knies (2012) find that the effect of autonomy (opportunities dimension) on behavior is partly 

mediated by motivation; the Self Determination Theory (SDT) also assumes that motivation is 

influenced by the fulfillment of the need for competence (ability), autonomy (opportunities) 

and relatedness (Gagné en Deci, 2005; Deci en Ryan, 2000).     

 The SDT will be used in this research to explore the influence of motivation. 

Motivation will be defined as: “… the forces that energize, direct, and sustain behavior“ 

(Perry and Porter 1982 in Perry, Hondgenhem and Wise, 2010, p. 681).  The SDT is build on 

the notion of intrinsic and extrinsic motivation, but nuances this distinction on the self 

determination continuum scale. The self determination continuum is based on the autonomous 

motivation. The intrinsic motivation has the highest degree of autonomous motivation and the 

extrinsic motivation or external regulation the lowest (Ryan & Deci, 2000).  

 Both the RVB and the SET are aimed at directing the behavior of employees in order 

to achieve organizational outcomes. As discussed in the introduction, performance is seen in 

this research as delivering public value, ergo, delivering public service. In this research the 

focus will be on the behavior that contributes to this form of performance. Two forms of 

behavior are included based on the organizational citizenship behavior theory, namely task 

behavior and non-task behavior. The non-task behavior is referred to as OCBI, behavior 

towards individual co-workers, and OCBO, behavior towards the team/organization. 

Organizational citizenship behavior can be approached from both the RVB view and the SET 

view. From the RBV perspective, employees will be more likely to show a high quality of 
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task behavior when their abilities and opportunities are adapted to the requested behavior; 

cognitive behavior. From the SET perspective, employees will be more inclined to show both 

non-task and task behavior when the social exchange relationship between both manager 

(LMX) and team (TMX) is strong; affective behavior.  

PUBLIC MANAGEMENT THEORIES 

In the public sector the New Public Management (NPM) has received quite some attention 

over the last decades. Hood (1991) describes the origin and content of the NPM. According to 

Hood, the concept of NPM has been used in many different ways. However, there is always a 

core element present: NPM is focused at efficiency and effectiveness, but also at output 

control. As discussed earlier, public organizations receive increasing pressure from the 

government to become more efficient and effective. This pressure from the government can 

be seen as an attempt to implement NPM or at least some aspects of NPM in public 

organizations. This is also the case in the elderly care sector. In the last decade control 

systems have been implemented in the elderly care, not focusing on the outcome, i.e. 

delivering public value, but at the output, i.e. number of incidents etc. (Visie stuurgroep 

VV&T, 2011). As Rainey (2009) describes, public organizations often have multiple and 

ambiguous goals. These goals do not solely include productivity, i.e. efficiency and 

effectiveness. They also include delivering public value, i.e. delivering a high quality of care 

and moral obligations towards clients. With organizations having multiple goals, it becomes 

more complex to determine what performance actually is. The concept of performance is used 

in many different operationalizations within the public sector. Researchers have not been able 

to agree on one single operationalization for measuring performance in the public sector 

(Brewer, Walker & Boyne, 2010). Nor is there a single operationalization that is used within 

the private sector (Boselie, 2005). As Behn (2003) describes, different purposes for 

performance measurement ask for different performance measurements. Although this 
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research does not empirically measure performance, it should be clear what is seen as 

performance in this research. In the current research setting, performance is seen as delivering 

a high quality of care, focused on delivering public value. Rainey, Koehler and Jung (2008) 

describe that public values derive from what the citizens desire; outcomes, public values, are 

societal based constructs. This means that task behavior should be aimed at achieving this 

goal. Based on Van Bijsteren (2011) and Onwezen (2011) task behavior in the elderly care 

setting has been operationalized into three dimensions: attention for clients, respect for clients 

and individual approach of clients.         

 For many employees delivering care or delivering the public value is a large part of 

their motivation. This aspect of motivation has been researched and classified as Public 

Service Motivation (PSM).  PSM has been defined as “the belief, values and attitudes that go 

beyond self-interest and organizational interest, that concern the interest of a larger political 

entity and that motivate individuals to act accordingly whenever appropriate” 

(Vandenabeele, 2007, p.547). Based on the setting of the research, the elderly care sector, 

PSM is assumed to play an important role. This means that in the motivation dimension of the 

AMO theory, PSM will be included. In this research the public context will be present in the 

motivation aspects and the task behavior aspect. 

BALANCED APPROACH 

All aspects that have been discussed up till this point have been focused on the organizational 

outcomes, i.e. on managing the human resources in such a way that their behavior contributes 

to organizational goals and outcomes. However, from a balanced approach, organizations also 

have the responsibility towards their employees to focus at employee outcomes (Deephouse, 

1999; Boselie, 2010; Paauwe, 2009). In this research, in addition to task behavior and OCB, 

there will also be attention for employee well-being. Employee well-being can be approached 

from an instrumental point of view. Some researchers have found employee well-being to be 
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positively related to behavior and other organizational outcomes as describe by both Grant et 

al. (2007) and Van De Voorde et al. (2011). However this research is not interested in the 

influence of employee well-being on organizational outcomes. Employee well-being is seen 

as an outcome ‘an sich’ based on the balanced approach. However, this research is interested 

in the possible trade off, or mutual gains & conflicting outcomes perspective, between 

organizational outcomes and employee well-being (Grant et al., 2007; Van de Voorde et al., 

2011). Whereas the mutual gains perspective assumes that HR practices, HR outcomes and 

employee attitudes, that have a positive effect on organizational outcomes, will also have a 

positive effect on employee outcomes, the conflicting outcomes perspective assumes that 

there could be a tradeoff between the organizational and employee outcomes. Van de Voorde 

(2011) found evidence for both perspectives based on an overview of earlier conducted 

research. Both the happiness and relationship dimensions of employee well-being (Grant et 

al., 2007) were related to organizational outcomes by means of a mutual gains perspective. 

For the health related dimension of well-being (Grant et al., 2007) there was more support for 

the conflicting outcomes perspective (Van de Voorde et al., 2011). The dimensions of well-

being are based on psychological (happiness), physical (health) and social well-being 

(relationship). These are the three key dimensions of well-being, because they cover the core 

aspects of human functioning (Grant et al., 2007). Or as Grant et al. state: “These are the 

three key dimensions of well-being because they are valued as end in and of themselves rather 

than means to other ends (see Finn, 1992).” (Grant et al, 2007, p.53) 
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RESEARCH MODEL AND HYPOTHESES 

Based on the theoretical framework that has been discussed, the research model is presented 

in figure 3. 

 

1a: The relationship between people management and OCB is mediated by the different AMO 

dimensions. 

1b: The relationship between opportunities and OCB is mediated by motivation. 

2a: The relationship between people management and task behavior is mediated by the 

different AMO dimensions. 

2b: The relationship between opportunity and task behavior is mediated by motivation. 

3a: The relationship between people management and employee well-being is mediated by the 

different AMO dimensions. 

3b: The relationship between opportunity and employee well-being is mediated by 

motivation. 

4a: There are mutual gains between the antecedents of behavior and the happiness dimension 

of employee well-being. 

4b: There are conflicting outcomes between the antecedent of behavior and the health 

dimension of employee well-being. 
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METHODS AND DATA 

In this section both the survey and data, the analysis techniques and the measurements of both 

independent, mediating and dependent variables will be discussed. 

Survey and data description  

The data for the research has been obtained within one organization in the elderly care in the 

Netherlands. The organization has 31 elderly home locations and approximately the same 

number of extramural teams (teams that deliver care at the client’s individual house). In total 

the organization has approximately 4000 employees. The data has been collected by means of 

paper surveys. In this research using an internet based survey with electronically invitations 

would, presumably, lead to a high non-response because many employees do not use their 

email. In total 69 teams, distributed over 19 locations have participated in the research. The 

sample is based on the distribution among the locations and intramural and extramural teams, 

in order to create a sample that is representative for the organization and the sector. 1027 

surveys have been distributed and 693 have been returned. This is a response of 67,5%. The 

non-response is not distributed equal among the participating teams. Some teams had a 

response of 100%, some around 30%. Unfortunately, systematic non-response based on either 

the independent or dependent variables cannot be excluded, because there is no prior 

knowledge of teams scores on these variables. The paper surveys were distributed by the team 

managers. Employees were able to return the completed surveys without interference of the 

team manager. Each team that participated in the research had a results meeting after filling in 

the surveys. The intention of these meetings was two folded; firstly to give the research a 

practical relevance for the teams and, secondly, to increase the participation and the survey 

response rate.           

 This research is focused on measuring the perceptions and attitudes of employees. The 

research design is a single source research, which can have several causes for research bias. 
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All the variables are measured by means of employee perceptions. In the case of HR practices 

this is actually the best measurement; as stated by Nishi & Wright (2007), it is the employees’ 

perception of the HR practices that actually has an impact. This is also the case for the ability 

and opportunity variables. It does not matter what the actual situation is, it is the experienced 

and perceived situation that effects the employees’ motivation and behavior. However, 

measuring these variables in such a way can create three forms of research bias: social 

desirability, negative affectivity (tendency towards the negative scores) and acquiescence 

(tendency towards the positive scores). In this research an attempt has been made to reduce 

these biases to a minimum by focusing on personal experience and not on values, and by 

creating a return structure that assured the anonymity of the respondents. However the 

possibility of bias cannot be completely ruled out. 

The survey has been distributed among different types of teams within the organization. Both 

care employees, housekeeping employees and catering employees have been included in the 

research. The majority of the respondents consist of care employees (67,1 %) as shown in 

table 1a. The distribution male female is 91% female compared to 3,3% male (Table 1b). The 

most frequent education level is MBO 3. The average employee is 43,9 and has been working 

with the organization for 10,3 years (Table 1c and 1d). The distribution on education is 

comparable with the population distribution, in the gender distribution men are 

underrepresented. However gender is considered a control variable and therefore this 

underrepresentation will not have an effect on the results. 
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TABLE 1a Distribution among employee tasks 

 Variables  N % 

Task Care 465 67,1 

Housekeeping 115 16,6 

Catering 26 3,8 

Missing 87 12,6 

Total  693 100,0 

 
TABLE 1b Socio-demographic data 

 Variables  N % 

Gender Male 23 3,3 

Female 635 91,6 

Missing 35 4,9 

Total 693 100,0 

Education  Primary education 16 2,3 

Secondary school 135 19,5 

MBO 2 80 11,5 

MBO 3 258 37,2 

MBO 4 95 13,7 

HBO (Bachelor) 21 3 

WO (Bachelor/Master) 1 0,1 

Different 38 5,5 

Missing 49 7,1 

  Total 693 100,0 

 
 
TABLE 1c Distribution of age 

  Min. Max. Mean 

Age  17 66 43,9 

(N=536, missing 157) 
 
 
 
 
TABEL 1d Distribution of service years 

  Mean Std. 

Service years 10,3 9,3 

(N=617, missing 76) 
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Analysis techniques 

The analysis techniques can be separated into two categories. Firstly, tests focus on the 

validity and reliability of the measured concepts. These tests are  discussed in later sections of 

the methodology section. Secondly, the  hypotheses are tested. These tests will be discussed in 

the results section of the paper. 

Testing construct validity and reliability. 

In this research multiple latent concepts are measured. In order to test the construct validity a 

Confirmatory Factor Analysis will be conducted (CFA). In the CFA the construct structure is 

determined prior to the tests, based on theory. This analysis allows entering a complete 

structure consisting of multiple (correlating) factors (or latent concepts) that have been 

measured by means of multiple items. In this research the assumption of normality has been 

violated, for both dependent and independent variables. Therefore the CFA is conducted with 

the Satorra-Bentler test with robust errors (Kolenikov, without date). The CFA is conducted 

by the use of STATA. For the CFA the additional CFA package of Stanislav Kolenikov is 

installed (Kolenikov, without date). Next to the CFA, the choice was made to use the 

Cronbach’s Alpha measurement as a reliability instrument because it is the most frequently 

used and widely accepted instrument in social science. 

Testing the hypotheses 

Due to the research design it is not possible to test causality. Because of the cross-sectional 

dataset, all tests are focused on testing relationships between dependent and independent 

variables assuming that the independent variables influence the dependent variable without 

actually testing for causality.        

 Testing the hypotheses is done by means of multilevel analysis by using STATA. In 

the research 69 teams are involved. It is possible that part of the variance exists not only at the 
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individual level, but also at the team level. This assumption is implicit in the model, because 

the role of the team manger is large within the people management concept. To test whether 

or not this assumption is correct, a null model is tested with each dependent variable, in order 

to assess the ICC (interclass correlation). If the ICC is 0, there is no reason to perform a 

multilevel analysis, all the variance exists at the individual level. If the ICC is close to 1, most 

of the variance is at the group/team level. In the analysis both level 1 predictors can be 

included (individual level) and level 2 predictors can be included (team level). In the current 

research only level 1 predictors are included. The multilevel analysis is used in this research 

to control for the impact of the team level. Including all the teams as dummy variables in a 

linear regression would have an immense negative impact on the statistical power of the tests. 

For this research the multilevel technique is used with random intercept. Due to the theoretical 

and empirical foundation of the model no random slopes testing is performed. The assumption 

is that the direction of the relationships is the same for all teams. However, the strength of the 

relationship may vary. Focusing on the fixed effects (the coefficients of the independent 

variables) a Maximum Likelihood (ML) multilevel analysis is used (Hox, 2002). This means 

that it is difficult to compare the random effect outcomes (variance at group level τ2 and 

variance at the individual level σ2) of the different steps, because ML is less accurate in this 

estimation. In order to give a more accurate estimation of the random effects (variance), a 

Restricted Maximum Likelihood (REML) test should be performed (Hox, 2002). This 

research focuses on the relationships between the fixed effects and dependent variable, so the 

tests were limited to ML. The variance indicators (τ
2 and σ2) give an indication of the level of 

unexplained variance. The R2
1, explained variance at individual level, is calculated by 

subtracting the variance (σ2) of the extended model from the base model, divided by the 

variance of the base model.  The R2
2, explained variance at group level, is calculated by the 

same method using τ2 (Hox, 2002).   
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(Hox, 2002, p. 64) 

The base model is always the null-model. This means that the R2 indicates the explained 

variance in comparison to the null-model. The model fit is tested by means of the deviance 

test, suitable for testing model fit of nested models (Hox 2002). Finally, the multilevel test is 

performed using the bootstrap method. Although the data consists of 69 groups and in total 

693 respondents, the data is considered small for multilevel analysis. Missing cases were 

excluded list wise, resulting in 67 groups with an average of 6,7 respondents in each second 

level unit (total of 421 respondents).  The number of first level units (respondents) within the 

second level units is small (Kreft, 1996 in Hox 2002). Furthermore, as mentioned earlier, the 

data violates the assumption of normality. In cases like this, Hox (2002) suggests to perform a 

bootstrap method for robust results. The bootstrap is performed by bootstrapping the cases. 

The results of the explanatory variables are not expected to be stable as with an experiment, 

so bootstrapping the cases is justifiable (Hox, 2002; Lockwood & MacKinnon, without date).  

Mediation 

The conceptual model assumes several mediation effects within the data. According to Baron 

and Kenny (1986), in order for a mediation effect to be present, there needs to be a 

correlation between independent (X), mediating (M) and dependent (Y) variable; between X 

and M, X and Y and M and Y. Normally, this would be tested by conducting several 

regression analyses. In this research the focus is not on the mediation effect of the individual 

mediators. The focus is on the mediation effect of the concepts of opportunity, ability and 

motivation. This means that there will be no regressions with and on all the individual 
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mediating variables. In order to comply with the rules of mediation, a partial correlation 

matrix (controlling for age, gender, education and service years) is used as correlation results 

between the independent and individual mediating variables.     

 As stated before, this research is focusing on a holistic view of the complete HRM 

chain. In doing so, we use multiple mediators, which are related to the same theoretical 

concept, in one mediation step. The hypotheses testing is done in four steps. First the null 

model is executed, followed by the first step including the control variables and the people 

management variables. The second step includes the opportunity variables. The third step 

includes the ability variable and the fourth step includes the motivation variables. As 

Preacher and Hayes (2008) described, it is possible to use multiple mediators, even within 

the same step.  

A: No mediator model 

 

B: Single mediator model    C: Multiple mediator model 

  

Figure 5 (A,B,C). Mediating models (Preacher and Hayes,2008) 

In testing multiple mediators in several mediating steps, it is not possible to test the 

significance of the mediation effect by the use of the Sobel test. The Sobel test focuses on the 
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A and B paths. Seeing that in this research there are j mediators, there are also aj and bj paths 

that should be tested separately in order to perform the Sobel test and see the significance of 

the mediating effect of all the individual mediators. Instead, this research will focus on the c 

and c’. As McKinnon et al. (2002) describe, the significance of the mediation effect can also 

be tested by dividing the sum of c-c’ by the standard error of McGuigan and Langholtz.  This 

standard error is calculated by means of the following formula: 

 

Where the (ρττ’στστ’) is equal to the MSE1 divided by the product of N and the variance of X. 

The results of this test are equal to a T-score and can be tested for significance by means of 

the T-distribution. The use of this form of significance testing allows us to test the 

significance of the set of mediating variables and not one specific mediating variable. When 

the results show a significant mediation this will be explicitly mentioned. When the mediation 

effects are not significant, the results will be formulated as indication or as suggestion of 

mediation. 

In this research there is the possibility of common source bias. The common source bias 

assumes that there will be a high correlation between the different concepts because they are 

all perceptions filled in by the same source (the respondent/employee). Spector (2006) argues 

that the correlation between the self reported variables is minimal. This argumentation is 

among others based on the result of Boswell, Boudreau, and Dunford (2004). The common 

source bias is tested through means of a single factor solution in a CFA (Bagozzi et al., 1991). 

The CFA shows that there is no underlying factor among all variables (RMSEA .091 CFI 

                                                           
1
 The MSE is calculated by means of a linear regression, including all the groups as dummy variables. 
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.109). Therefore there is no support found that common source bias is significantly 

influencing the research. 

Measurement of independent and mediating variables2 

People management 

The measurement of the concept of people management is based on the measurement 

developed by Knies (2012). The Confirmatory Factor Analysis (CFA) shows acceptable 

results for all fit tests (RMSEA .0540 CFI .9712). The complete measurement scale consists 

of five dimensions: HR activities focusing on the present, HR activities focusing on (personal) 

development, HR tailor fit, support in daily functioning and support in personal development. 

                                                           
2
 All of the variables have been measured on a 5 point Linkert scale. All statements were given to the 

respondents in Dutch. The statements given in this article are the English translations. 

 

Table 2a   Non-standardized factor loadings for CFA  people management     

  Non-st. B  

HR practices development (Cronbach’s Alpha .7391)     

Education and personal development 1   

Moving on to a different function 1.24 ** 
 
HR practices current (Cronbach’s Alpha .7353)   

Task relief and task change 1   

Vitality and a healthy, save working environment 1.10 ** 

Work- home balance 1.01 ** 
 
Tailor fit HR (Cronbach’s Alpha .8496).   

My team manager makes arrangements with me that fit my personal situation 1   
My team manager makes individual arrangements with me (on working hours, education possibilities) that 
allow me to do my work better. 1.09 ** 
 
Team manager support daily functioning (Cronbach’s Alpha .9178)   

My team manager shows interest for the way  I do my work 1   

My team manager shows interest for my personal functioning .96 ** 

My team manager shows appreciation for the work I do .91 ** 
 
Team manager support personal development  (Cronbach’s Alpha .8783)                

My team manager draws my attention to possibilities for further education 1   

My team manager helps me to make promotion 1.05 ** 

My team manager helps me to move to another function at the same level as my current function. .98 ** 
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HR outcomes; opportunities, abilities and motivation3 

The dimension opportunities is measured by autonomy, operationalized based on Knies, 2012 

and by possibilities for participation, material prerequisites, non-material prerequisites and co-

worker support, operationalized based on Bijsteren (2011) and Onwezen (2011). The 

autonomy scale and the participation scale are included into one CFA based on the theoretical 

notion that these two scales together cover the concept of opportunities as discussed in the 

AMO theory by Appelbaum et al (2000). (RMSEA .058 CFI .993) The material prerequisites 

scale and the non-material prerequisites scale shows very strong fit indicators (RMSEA .000 

CFI .998). The co-worker support scale shows a strong fit (RMSEA .0509 CFI .9644) (CFA 

also included OCB).          

 The concept of abilities is measured by six items based on both contextual abilities and 

general abilities formulated by Knies (2012) and is showing an acceptable fit (RMSEA .07 

CFI .9644).           

 The dimension motivation is measured by means of the SDT motivation scale based 

on Vandenabeele (2008) and short proxies PSM scale (Taylor 2008). The SDT motivation 

scale consists of 7 items of Vandenabeele, complemented with one item out of the Gagne et al 

(2010) scale. The CFA of the motivation scales shows a good fit (RMSEA .03 CFI .988). For 

the analysis the SDT RAI score is constructed. 

  

                                                           
3
 When existing measurement scales have been used, the items have been rephrased for the respondents to 

understand the statement correctly. Existing scales are often formulated for higher educated employees 

whereas the respondents in this research are mainly lower educated employees. 
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Table 2b Non-standardized factor loadings for CFA opportunities, abilities and motivation 

Non-st. B  

Autonomy (Cronbach’s Alpha .7847)     

In my function I have the opportunity to use my knowledge and my skills 1 ** 

In the execution of my tasks I have enough decision authority .87 ** 

I feel at my place in my function .86 ** 
 
Participation (Cronbach’s Alpha .7327)     

During the team meeting I have enough space to have input 1 ** 

My team manager invites me to give my opinion 1.12 ** 
 
Material prerequisites (Cronbach’s Alpha .7431)     

There are enough materials present to execute my care tasks (bandages ed.) 1   

There is enough equipment (such as lifts) to execute my care tasks .75 ** 
 
Non-material prerequisites (Cronbach’s Alpha .6186) 

I can perform my tasks with clients without disturbances 1   

I have enough time per client to perform my tasks .97 ** 
 
Co-worker support (Cronbach’s Alpha .8906)     

My direct co-workers support me in the execution of my tasks 1   

My direct co-workers show interest in my personal situation 1.06 ** 

My direct co-workers give me advice in difficult situations 1.12 ** 

My direct co-workers help me when I need help 1.08 ** 
 
Abilities (Cronbach’s Alpha .7479)     

I know what the importance of the service is (care, administration and support) that we deliver 1   

I have enough knowledge to execute my care tasks. 1.30 ** 

I am capable to communicate with the family of clients 1.15 ** 

I am capable to show empathy for the situation of my clients. 1.48 ** 

I can keep my calm in different work situations 1.17 ** 

I can relate to the personal situation of my clients 1.33 ** 
 
Intrinsic (Cronbach’s alpha r=.828)     

Because I like my job  1   

Because I enjoy it  .99  *** 
 
Identified (Cronbach’s alpha r=.581)     

Because the job connects to things that I find important  1   

Because I want to be a good caretaker  1.09  *** 
 
Introjected (Cronbach’s alpha r=.782)     

Because I will feel guilty otherwise  1   

Because I will feel bad otherwise  .86  *** 
 
Extrinsic (Cronbach’s alpha r=.733)     

Because I will get problems otherwise  1   

Because I will get a bad evaluation otherwise  1.03  *** 
 
PSM (Cronbach’s alpha r=.604)     

Because I find it important to help other people in my work 1    

Because I find it important to make a contribution to society  .90  *** 

Correlation is significant at level <0,01**     
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Measurement of dependent variables 

Employee behavior  

Based on the research of Bijsteren (2011) and Onwezen (2011) task performance is 

operationalized in three dimensions; 1) personal attention, 2) respect and 3) individual care fit. 

CFA shows a good fit (RMSEA .0569 CFI .9492).      

 OCB is measured by means of an OCBI scale and OCBO scale both based on the Lee 

& Allen (2002) scale. The CFA fit overall is acceptable (RMSEA .0509 CFI .9644). 

Table 2c   Non-standardized factor loadings for CFA  behavior     

  Non-st. B    

Attention (Cronbach’s Alpha .7201)     
During my work I often make small talk with my clients. 1 ** 
I listen to the problems of my clients 1.39 ** 
When problems occur I will look for a solution with the clients 1.35 ** 
 
Respect (Cronbach’s Alpha .7139)     

I do not argue with clients about their norms and values (such as religion or room decorations) 1 ** 

I give my clients information about the actions that I take (such as new medication or delays) .98 ** 
I always keep my appointments and deals with my clients 1.15 ** 
I respect the personal space of my clients (such as with toilet use) 1.04 ** 
 
Individualistic approach (Cronbach’s Alpha .7445)     
I meet the wishes of my clients 1 ** 
I keep the personal rituals of my clients intact 1.11 ** 
I involve my clients in the choices that need to be made 1.03 ** 
 
OCBI (Cronbach’s Alpha .8024)     
I help co-workers in solving work related problems, even if I have to stay a bit longer 1   
I try hard to make new co-workers to feel welcome 1.12 ** 
I help co-workers with their tasks 1.20 ** 
 
OCBO (Cronbach’s Alpha .6250)     
I am loyal towards my team 1   
I try to avoid problems within the team 1.10 ** 

Within the team I suggest new ideas to perform better .94 ** 
 
Employee well-being     
 
Psychological well-being   

I am emotionally drained by my job 

I am tired when I get up in the morning and have to go to work. 
 
Job satisfaction 

Overall, I am satisfied with my job     
 
Physical well-being 

I have no health issues as a result of my job. 
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Employee well-being 

Based on (Grant et al. 2007), four items are included to measure employee well-being. Three 

items focus on psychological well-being and one on physical well-being. One of the items 

measuring psychological well-being is the often used job satisfaction item (Wanous et al., 

1997). Although the CFA shows a very good fit (RMSEA .000 CFI .9964) the factor loadings 

and item error show a different picture (loadings between 1.08 and .50, errors between .29 and 

1.22). Based on these results the choice is made to create three different dimensions of well-

being; job satisfaction based on one item (Wanous, 1997), psychological well-being based on 

two items and physical well-being based on one item.  

RESULTS 

The results are discussed in three stages. Firstly the results of task behavior are discussed. 

Secondly the results with OCBI & OCBO as dependent variables are discussed. Thirdly, the 

results on employee well-being are discussed. Based on the partial correlation matrix 

(appendix 2) all suggested mediation paths are possible. 

Results of task behavior 

The results of task behavior are discussed based on the three sub dimensions of task behavior. 

In respect to the dimension attention for client, the model indicates that the impact of the 

people management variables on attention for clients is mediated by the opportunities 

variables. The impact of opportunities is indicated to be partly mediated by abilities. The 

impact of both autonomy and participation disappears, leaving a direct impact for the 

opportunities variable non-material prerequisites. Both abilities and motivation (RAI) have a 

direct impact on attention for clients. The impact of RAI is minimal compared to the impact 

of abilities. 
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In respect to the sub dimension respect for clients, the analysis indicates a mediated effect for 

the people management variables when adding the opportunity variables, except for HR 

practices focused at development4. This people management variable remains to have a small 

but significant impact throughout all the models. The opportunities variables have both a 

direct and mediated effect. The impact of autonomy and co-worker support is suggested to be 

mediated, whereas participation has a small direct effect. The abilities variable has a direct 

effect, and the motivation variables (PSM and RAI) also both have a direct effect. The impact 

of RAI is again small, compared to both abilities and PSM. 

With respect to the sub dimension individual approach, the analysis indicates a mediation 

affect for the people management variables by opportunities, with a small direct effect for HR 

development.  The test again suggests a partly mediated effect for opportunities. Participation 

and material prerequisites are suggested to be mediated, whereas autonomy and non-material 

prerequisites have a direct effect. The effect of abilities is direct and so is the effect of the 

motivation variable PSM. The impact of abilities, PSM and autonomy (opportunities) is most 

substantial. 

 

 

                                                           
4
 In respect to the significant negative impact of personal development (people management variable), based 

on the correlation matrix (appendix 1) this result is seen as a suppression effect and is therefore not considered 

a relevant outcome 
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Results of OCB 

The results of OCB are discussed in two stages. Firstly OCBO, secondly OCBI. 

In the analysis with OCBO as dependent variable, the people management variables show both 

direct and mediated effects. A small direct effect for HR practices current and a mediated effect 

by opportunities for support in daily functioning. Also the opportunity variables show both a 

direct effect, from the co-worker support variable, and a mediated effect for autonomy, 

participation and material prerequisites. The ability variable has both a mediating effect for the 

opportunities variables, as well as an additional effect. The motivation variables have no effect 

as shown by the deviance test. 

In respect to OCBI, the people management variables both have a direct and mediated effect. 

The small direct effect is from the HR tailor fit variable. The mediated effect is from support in 

daily functioning, mediated by the opportunity variables. The opportunity variables autonomy 

and co-worker support also have an additional effect. Both the ability variable and motivation 

variable PSM have a direct additional effect, but no mediation effect. The impact of co-worker 

support and ability is the most substantial. 
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Results of employee well-being 

Employee well-being is discussed in three stages. Firstly jobs atisfaction, secondly psychological 

well-being and thirdly physical well-being. 

In respect to job satisfaction, the people management variables show both direct and mediated 

effects. The variable HR practices current is suggested to have a mediated effect by 

opportunities. Support in daily functioning has a direct effect. The opportunity variables 

autonomy, material prerequisites and non-material prerequisites have a direct effect on job 

satisfaction. The abilities variable does not have an effect, not mediating nor additional. The 

motivation variables RAI have an additional direct effect. The most substantial effects are from 

support in daily functioning (PM), autonomy (O) and non-material prerequisites (O). 

In the analysis with psychological well-being as dependent variable, the people management 

variable support in daily functioning is indicated to have a mediated effect by opportunities. HR 

practices current has a direct effect5. The opportunities variable non-material prerequisites has a 

direct effect. The abilities variable does not have any effect, not mediating nor additional. The 

motivation variable RAI has a small additional effect, but no mediating effect.  

In respect to physical well-being, the model shows that the people management variable support 

in daily functioning has a mediated effect by the opportunity variables. However, adding the 

people management variables or the opportunity variables does not result into a significant 

model fit change. The only variable that has a direct effect is the opportunities variable 

autonomy. Adding the ability and motivation variables does result in a significant change in 

model fit, however none of these variables have a significant effect. The explained variance is 

very low (R2
1 . 044 R2

2 .277). 

                                                           
5
 The negative effect of people management variable HR practices development is considered a suppression effect 

based on the correlation matrix (appendix 1).  
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DISCUSSION 

Although the complexity at the variable level/sub dimension level is highly interesting, the 

discussion of the results is limited to the theory and dimension level, since the research considers  

the relationship between theories and different aspects of theories.  

The results of these analyses have several implications for the theoretical framework that we 

started from. Focusing on the relationship between HRM, in this case people management, and 

both task behavior and OCB, the assumed relationship is present (Hypotheses 1a, 2a). In the 

majority of cases the effect of people management on the behavior variables was partly mediated 

by the opportunity variables. These mediation paths were not found to be significant. However 

they do create an outline for further research. The results show a similar picture when focusing 

on the relationship between people management and employee well-being (Hypothesis 3a). The 

results give an indication that indeed the AMO theory can be used to fill in the ‘black-box’ as 

Knies (2012) did before. In respect to the people management measurement, the measurement 

scale as suggested by Knies (2012) is not stable in this research. Not only does the HR practices 

dimension consist out of two separate dimensions in this research, but there also is a high 

correlation between several of the dimensions. These correlations actually cause difficulties 

when performing the regression tests. These outcomes could be related to the current sector with 

low education jobs compared to the research of Knies (2012)or to differences in HRM systems 

between the researched organizations. It would be interesting to see how the measurement 

instrument behaves in different contexts and to investigate the possibility to create a people 

management measurement that is not sensitive to contextual differences.   

 With respect to the AMO theory, the results are not quite so similar to earlier findings as 

the results on people management. Knies (2012) found opportunities to be mediated by 

motivation whereas this research finds indications that opportunity is (partly) mediated by ability 

instead of motivation (Hypotheses 1b, 2b, 3b). These results could be caused by the following 
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main differences in the measurement of the concepts. Firstly, the current research uses the RAI 

index of the self determination theory and a public service motivation proxy as motivation 

measurements, whereas Knies (2012) used commitment. Secondly, this research involves several 

sub dimensions of opportunities, whereas Knies used the autonomy scale. Based on the research 

of Onwezen (2011) and Bijsterveld (2011), the new opportunity dimensions were included. 

However, one could debate whether or not these sub dimensions are opportunities. As we have 

defined opportunities as all that the employees need to perform, it should be included. However 

when going back to Appelbaum (2000) the focus is on the participation in decisions on 

organizational routines. When focusing on opportunities from this perspective, only the sub 

dimension autonomy and participation can be seen as dimensions of opportunities. The AMO 

theory has become one of the most popular theories in HRM (Boselie et al. 2005). However, we 

have just started to use the theory to actually explore the black-box. Do we wish to take this 

research a step further and create comparable research, then there is a need to define what these 

dimensions of the AMO theory actually entail. When we are measuring different concepts, it is 

no surprise that the results will be different.         

 An interesting result looking at PSM is that PSM has a significant effect on two out of 

three task behavior aspects.  As discussed in the theoretical framework, PSM was expected to 

relate strongly to the context of the sector. The results show that indeed the PSM proxy is 

strongly connected to the context based task behavior. The interpretation of these results is 

limited due to the fact that in the survey there was only room for a two item PSM proxy. 

However, these results should be reason enough to further investigate the relationship between 

PSM and context based task behavior in social sectors.       

 When focusing on the employee well-being multiple results stand out. Firstly, how little 

can we say about the physical well-being of employees. Whereas both job satisfaction and 

psychological well-being show several effects with the included independent variables, the 
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outcome of the physical well-being analysis is unsatisfying. These results show that in order to 

really grasp the antecedents for physical well-being further research is necessary. Secondly, it is 

striking that none of the well-being measurements is affected by the abilities variable. It seems 

that behavior is related to abilities but that the well-being is not. Finally, for the measurement of 

employee well-being, many have used the single item of job satisfaction or other single 

dimension measurements (Voorde 2011). However, the results of the factor analysis show that 

employee well-being is definitely not a single order construct. The dimensions of satisfaction, 

psychological and physical well-being are related to each other, but are not the same. Therefore 

when focusing on employee well-being, a distinction should be made between types of well-

being.             

 As we have introduced the employee well-being aspects as part of the balanced theory, 

the results should also be seen in this perspective. The concepts of behavior, both task and OCB, 

and employee well-being were not connected in this research as dependent or independent 

variables. They were all treated as dependent variables, in the first place because of the balanced 

approach of the research, in the second place to investigate in communalities, differences and 

perhaps contradictions in antecedents. In respect to the antecedent of behavior and both the 

happiness dimensions of employee well-being (job satisfaction and psychological well-being), 

the current research finds support from the mutual gains approach similar to the conclusions of 

Van de Voorde (2011) (hypothesis 4a). Although differences are present, such as the non effect 

of abilities on well-being whereas it has a large effect on behavior, the direction of the effects 

that are present are similar. Therefore there is no suggestion of conflicting outcomes. The results 

for the physical well-being dimension in comparison to behavior are similar. Van de Voorde 

(2011) indicates that conflicting outcomes can be present in this relationship. However these are 

not found within the current research (hypothesis 4b). 
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CONCLUSION 

The results of this research indicate that there is no reason for organizations not to pursue a 

balance between employee outcomes and organizational outcomes. Although both outcomes 

have different antecedents there are no conflicting antecedents and many mutual gains. In the 

organizational outcomes, behavior, both people management and AMO, have an influence. In 

respect to employee outcomes, well-being, people management, opportunities and motivation 

have an influence. 

Although this research reduces the outcomes to the dimension levels, such as people 

management, opportunities and motivation, the complexity within the different dimensions of the 

model should not be underestimated. With each dimension having one or more sub dimensions 

the interplay between the sub dimensions of the different dimensions of the model is too 

complex to grasp within one article. This research was set out to create a holistic view on the 

interplay between several theories within and surrounding the black-box of the HRM-

performance chain. When focusing on managing the balance between both organizational 

outcomes and employee outcomes, we can see that relatively the same mechanisms work 

positive for both outcomes. Although more research should be done at the sub dimension level, 

this research does not show contradicting mechanisms.     

 The results of this study should be seen within the limitations of the study. Firstly, the 

study was a cross-sectional study. This means that there was no possibility for testing causal 

effects. By creating a longitudinal dataset on the subject, these tests can hopefully be performed 

in the future. Secondly, unfortunately none of the mediation effects was significant. This could 

be caused by the statistical power of the research with only a sample of 421 completely filled in 

surveys. However, it could also be due to the bootstrapping technique that was used with the 

multilevel analysis. Using the bootstrap method often has an increasing effect on the coefficient 

error (Lockwood & MacKinnon, without date), therefore having a negative effect on the 
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mediation testing.          

 To conclude a note for researchers and practitioners. Practitioners should bear in mind  

the impact of the perception of support in daily functioning by the team manager. It has an effect 

on all the forms of task behavior, OCB and employee well-being, and therefore it has a large 

effect on both organizational outcomes and employee outcomes. As for research suggestions, 

this research has many limitations that could be overcome in further research. The choice to 

focus on the abstraction level of the relationship between the theories has left the complexity on 

the individual variable and sub dimension level unexplored. However, in light of all the 

measurement issues that have been discussed, there is also still work to be done at the theoretical 

level before we can claim to actually understand the relationships within the black-box, 

connecting HRM and performance.6  

                                                           
6
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Appendix 1: correlation matrix 
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Appendix 2: Partial correlation matrix 

 


