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We tested the longstanding belief that performance is a function of the interaction between cogni-
tive ability and motivation. Using raw data or values obtained from primary study authors as 
input (k = 40 to 55; N = 8,507 to 11,283), we used meta-analysis to assess the strength and 
consistency of the multiplicative effects of ability and motivation on performance. A triangulation 
of evidence based on several types of analyses revealed that the effects of ability and motivation 
on performance are additive rather than multiplicative. For example, the additive effects of abil-
ity and motivation accounted for about 91% of the explained variance in job performance, 
whereas the ability-motivation interaction accounted for only about 9% of the explained vari-
ance. In addition, when there was an interaction, it did not consistently reflect the predicted form 
(i.e., a stronger ability-performance relation when motivation is higher). Other key findings 
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include that ability was relatively more important to training performance and to performance 
on work-related tasks in laboratory studies, whereas ability and motivation were similarly impor-
tant to job performance. In addition, statelike measures of motivation were better predictors of 
performance than were traitlike measures. These findings have implications for theories about 
predictors of performance, state versus trait motivation, and maximal versus typical perfor-
mance. They also have implications for talent management practices concerned with human 
capital acquisition and the prediction of employee performance.

Keywords:	 ability; motivation; performance; interactions; relative importance; meta-analysis

Individual performance is one of the most central and frequently studied constructs in 
management and related fields (Campbell & Wiernik, 2015; Cascio & Aguinis, 2008; Dalal, 
Bhave, & Fiset, 2014). Conceptual models and considerable empirical evidence suggest that 
two key determinants of performance are cognitive ability and motivation. Cognitive ability 
is the capacity to mentally process, understand, and learn information (Hunter & Schmidt, 
1996). Ability relates to performance primarily through job knowledge, such that high-ability 
workers tend to demonstrate higher performance because they are better able to acquire and 
use job-relevant knowledge compared to those who possess lower levels of ability (F. L. 
Schmidt, Hunter, & Outerbridge, 1986).

Motivation is “an unobservable force that directs, energizes, and sustains behavior” 
(Diefendorff & Chandler, 2011: 66; see also Kanfer, Chen, & Pritchard, 2008; Mitchell & 
Daniels, 2003). Motivation relates to performance by influencing the direction, intensity, and 
persistence of effort (Blau, 1993; Campbell, 1990; Kanfer, 1990). Specifically, motivation is 
reflected in the choices workers make about whether to expend effort, the level of effort they 
expend, and how much they persist in that level of effort (Campbell, 1990). Furthermore, these 
choices can be enduring, such as individuals who generally work with great effort, or situation 
specific, such as workers who devote effort toward a specific task or in a particular context.

A longstanding belief exists that ability and motivation interact to affect performance, such 
that the relation between ability (motivation) and performance depends on, or is moderated by, 
motivation (ability; Maier, 1955; Murphy & Russell, in press; Vroom, 1964). Stated more 
formally, Performance = f(Ability × Motivation). This multiplicative model predicts that when 
individuals possess little or no motivation, they will demonstrate similarly low levels of per-
formance regardless of their ability level. However, as individuals begin to exert some level of 
effort, differences in ability can play a role, and the relation between ability and performance 
becomes positive, such that high-ability individuals will outperform low-ability individuals. 
Thus, the multiplicative model is noncompensatory in that performance is predicted to be low 
whenever ability or motivation is low. This is different from an additive model in which the 
effects of ability and motivation on performance are independent and compensatory (Mount, 
Barrick, & Strauss, 1999; Sackett, Gruys, & Ellingson, 1998). For instance, in an additive 
model, individuals’ level of motivation would not affect the relation between ability and per-
formance. Moreover, individuals who possess a lower level of motivation could compensate 
for this deficit to some extent by demonstrating a higher level of ability.
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The belief in the veracity of the multiplicative model seems justified given that many 
well-established theories predict or assume an interactive relation between ability and moti-
vation. For example, expectancy theory posits that “the effects of ability and motivation on 
performance are not additive but interactive” (Vroom, 1964: 203). Another example is goal-
setting theory (Locke & Latham, 1990), which predicts that ability and goals (as a motivating 
factor) interact to affect performance. Specifically, the effect of ability on performance is 
predicted to be stronger when people set difficult goals than when they set easy goals. 
Similarly, Lawler and Porter’s (1967) model of managerial attitudes and performance posits 
that ability interacts with effort to affect performance. The idea that ability and motivation 
have an interactive effect on performance also is evident within theory and models on the 
antecedents and determinants of job performance. For example, Campbell’s well-known 
theory (e.g., McCloy, Campbell, & Cudeck, 1994) predicts that declarative knowledge and 
procedural knowledge and skills (of which ability is an immediate precursor) interact with 
motivation to affect performance. Finally, propositions related to the multiplicative model 
can be found in theory and research on resource allocation (e.g., Hobfoll, 1989; Kanfer & 
Ackerman, 1989) that consider variables such as ability to be resources people can deploy to 
achieve a desired outcome.

In short, various theoretical bases exist to support the multiplicative model. Furthermore, 
researchers have suggested the idea that Performance = f(Ability × Motivation) is “empiri-
cally, logically, and psychologically convincing” (Porter & Lawler, 1968: 33) and have 
referred to it as a “well-accepted truism” (Bell & Kozlowski, 2002b: 497). This idea can be 
found in textbooks widely used in undergraduate, graduate, and executive courses (e.g., 
Bauer & Erdogan, 2010; Gόmez-Mejίa, Balkin, & Cardy, 2007; Landy & Conte, 2004). 
There even is anecdotal evidence that beliefs in the multiplicative model influence the advice 
consultants provide organizations (Cerasoli, 2014).

Despite the strong theoretical and logical basis for the multiplicative model, the number 
of direct tests of this model is surprisingly small. In addition, of the studies that have been 
conducted, some have reported evidence of an ability-motivation interaction on performance 
(e.g., Fleishman, 1958; French, 1957; Perry, Hunter, Witt, & Harris, 2010), whereas others 
have failed to find evidence of an interaction effect (e.g., Dachler & Mobley, 1973; Gavin, 
1970; Terborg, 1977). Furthermore, some studies have found evidence of an interaction, but 
its form was not consistent with theory (e.g., Kanfer & Ackerman, 1989; Latham, Seijts, & 
Crim, 2008; Wright, Kacmar, McMahan, & Deleeuw, 1995). A related research stream has 
assessed whether ability interacts with personality variables to predict performance (e.g., 
Mount et al., 1999; Sackett et al., 1998).

Adding to the lack of clarity regarding the validity of the multiplicative model, the designs 
and measures used in many studies make it difficult to draw clear conclusions. For example, 
some studies (e.g., Fleishman, 1958) have assessed ability using measures with questionable 
construct validity, such as initial performance on an experimental task, self-ratings, or tenure. 
Other studies (e.g., Hollenbeck, Brief, Whitener, & Pauli, 1988) have measured motivation 
using variables that may not directly capture the underlying construct, such as self-esteem, 
integrity, or broad measures of conscientiousness. Other empirical work (e.g., Terborg, 1977) 
has included variables (i.e., statistical controls) in addition to ability, motivation, and perfor-
mance, which complicates the interpretation and comparison of findings across studies 
(Bernerth & Aguinis, 2016). Finally, most research has tested the multiplicative hypothesis 
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using significance tests of incremental variance explained. Thus, low or differential levels of 
statistical power, which are known problems in research that examines interaction effects 
(e.g., Aguinis, Beaty, Boik, & Pierce, 2005; Murphy & Russell, in press), often make it dif-
ficult to draw conclusions from tests of the multiplicative model.

Present Study

We conducted the present study to provide a comprehensive test of a longstanding hypoth-
esis regarding how two of the most central and widely studied individual differences in man-
agement and related fields—ability and motivation—relate to performance. To do so, we 
engaged in a multistage data collection process that began by identifying published and 
unpublished studies that included measures of ability, motivation, and performance. Next, we 
requested raw data from the original authors, which we used to calculate the multiplicative 
effects of ability and motivation on performance for each study. We then used meta-analysis 
to assess the level and consistency of support for the multiplicative model across the primary 
studies. We also used meta-analysis to assess the relative importance of ability versus moti-
vation for explaining variance in performance. Taken together, this methodology enabled us 
to test the multiplicative hypothesis in a way that overcomes many of the challenges and 
limitations of previous research.

Our study makes several contributions. First, the findings contribute to theory by testing 
a hypothesis that can be found in several highly influential theories. Although previous 
research has tested the Ability × Motivation hypothesis, the findings have been inconsistent 
and have failed to provide clear conclusions regarding the level of support for this model. By 
focusing on studies whose designs and measures reflect the constructs of interest, collecting 
previously unreported data obtained directly from authors, and cumulating results across a 
large number of studies, the present meta-analysis provides a direct test of the interactive 
effects of ability and motivation on performance.

Second, we extend existing research by investigating a number of potential boundary 
conditions of the multiplicative model. For example, it has been suggested that support for 
this model may be stronger in lab settings than in field settings and stronger for more com-
plex jobs or tasks than for less complex ones (e.g., Sackett et al., 1998; Terborg, 1977). We 
test both of these possibilities. Researchers also have noted that motivation can be enduring 
(i.e., a trait) or situation specific (i.e., a state; e.g., Chen, Gully, Whiteman, & Kilcullen, 
2000; Kanfer & Heggestad, 1997). We examine whether the trait versus state motivation 
affects support for the multiplicative model. In addition, we explore several other factors that 
could affect support for the multiplicative model, including publication status (published vs. 
unpublished studies), type of organization (civilian vs. military), study sample size, perfor-
mance dimension (task vs. contextual performance), and the manner with which performance 
is operationalized (objective vs. subjective measures). An examination of these factors 
enabled us to explore situations when the multiplicative effects may be stronger or weaker, 
as well as to provide information to guide future research and make context-specific recom-
mendations for practice.

Third, the present study also improves our understanding of the relative importance of abil-
ity and motivation. Although many primary and meta-analytic studies have examined how 
ability relates to performance or how motivation relates to performance, surprisingly few 
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studies have directly compared the importance of these two predictors, particularly based on 
data from the same set of primary studies. Our results shed light on whether ability or motiva-
tion is relatively more important to performance in general, as well as in different contexts 
(e.g., during training vs. on the job). Furthermore, to our knowledge, we provide the first 
meta-analytic test of the trait versus state motivation distinction as it relates to the prediction 
of performance. Our findings regarding this distinction contribute to the literature on the pre-
diction of performance, as well as to the vast body of work on motivation, by highlighting 
which operationalization of motivation is the best predictor of performance and when.

Finally, the present findings inform how organizations should use data on ability and 
motivation to facilitate staffing decisions. For example, if ability and motivation combine 
multiplicatively, this suggests that applicants may need to possess a high level of both vari-
ables to perform well on the job. This, in turn, could reduce the pool of potentially acceptable 
applicants. Conversely, if ability and motivation combine additively rather than multiplica-
tively to influence performance, it may be possible to select job applicants who possess a 
high level of one variable but a more moderate level of the other. The results also have impli-
cations for other human resources practices that attempt to affect, or are influenced by, ability 
and motivation, including training and incentive practices.

Hypotheses and Research Questions

Tests of the Multiplicative Model

As we mentioned, propositions concerning the multiplicative model can be found in sev-
eral theories and models of job performance. The idea that ability and motivation interact to 
influence performance also has logical appeal. At the same time, empirical evidence for the 
Performance = f(Ability × Motivation) hypothesis is inconclusive and often difficult to inter-
pret. As such, it was difficult to hypothesize what we expected to find. We did anticipate that 
any support we might find for the multiplicative model would be modest. For one, the likely 
strong main effects of ability and motivation may make it difficult for the interaction between 
the two variables to explain a large amount of additional variance in performance (Murphy 
& Russell, in press). Furthermore, the incremental contribution of interaction effects beyond 
first-order (i.e., “main”) effects tends to be quite small (Aguinis et al., 2005).

Thus, the first goal of our study was to assess the level and consistency of support for the 
multiplicative model. The novel methodological approach we used enabled us to test the 
multiplicative hypothesis in a more valid and comprehensive manner than past research. 
First, we focused on studies that avoided the design and measurement limitations noted 
above (e.g., use of proxies to measure ability and/or motivation). Second, we obtained raw 
data or analysis output from the original authors. This was important because it helped to 
ensure all the data were treated in the same way and analyzed using a consistent approach. 
Third, in contrast to previous research that has tended to focus on the statistical significance 
of ability-motivation interactions, we focused on effect sizes. Specifically, we examined sup-
port for the multiplicative model by calculating the amount of change in the multiple correla-
tion coefficient (R) between the additive and multiplicative models, as well as by assessing 
the relative importance of ability, motivation, and the ability-motivation interaction for 
explaining variance in performance.
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In addition, prior studies that have found evidence of an ability-motivation interaction 
have not always interpreted the nature of the interaction. To address this omission, we calcu-
lated simple slopes for the ability-performance relationship across different levels of motiva-
tion. Fourth, we then used meta-analysis to assess the mean and variability of the multiplicative 
effect across studies, as well as the consistency of the magnitude and direction of differences 
between the simple slopes. This methodology avoids common problems in testing interaction 
effects, including low statistical power (i.e., we focused on effect sizes based on dozens of 
studies and thousands of observations) and low reliability of the product term (which we cor-
rected for in our analyses). Finally, cumulating effects across primary studies also allowed us 
to investigate potential boundary conditions of the multiplicative model, as well as factors 
that may moderate the relative importance of ability and motivation to performance. We 
describe these boundary conditions next.

Boundary Conditions of the Multiplicative and Relative Effects of Ability and 
Motivation

Conceptualization of motivation.   Work motivation is a broad construct that has been 
defined and measured in many ways. We reviewed existing definitions of work motivation 
and found that most of them share two common elements. First, they refer to “unobserv-
able forces” that energize behavior. The forces that energize behavior are innumerable and 
originate both within and outside workers. For example, Diefendorff and Chandler noted 
that “motivation for a given activity at a particular point in time may be shaped by an infinite 
number of factors, including biological processes, needs, values, group norms, personality, 
emotions, job characteristics, cultural context, and many others” (2011: 66). Moreover, the 
factors that motivate workers are personal, and different workers have different needs and 
think different features of the work environment are important (Mitchell & Daniels, 2003).

Second, most definitions refer to the idea that work motivation directly affects the direc-
tion, intensity, and duration or persistence of effort. Motivation is reflected in the choices 
workers make about whether to expend effort, the level of effort they expend, and how much 
they persist in that level of effort (Campbell, 1990). Furthermore, these choices can be endur-
ing, such as employees who generally exhibit high levels of effort, or situation specific, such 
as employees who devote effort toward a specific task. Following previous definitions, we 
define work motivation as an unobservable force that initiates work-related behavior and 
determines its direction, intensity, and duration.

Several theories and areas of research distinguish between traits and states (Steyer, 
Schmitt, & Eid, 1999). For example, researchers have identified differences between trait 
and state affect (e.g., D. Watson, Clark, & Tellegen, 1988), anger (e.g., Gibson & Callister, 
2010), anxiety (Speilberger, Sydeman, Owen, & Marsh, 1999), and self-efficacy (Bandura, 
1997). Similarly, motivation can be enduring (i.e., a trait) or situation specific (i.e., a state; 
e.g., Chen et  al., 2000; Kanfer & Heggestad, 1997). Trait motivation reflects a relatively 
stable tendency to exert effort and demonstrate persistence on work tasks. Measures such as 
achievement motivation, achievement striving, and work drive are thought to capture trait 
motivation (Chen, Gully, & Eden, 2004; Kanfer & Heggestad, 1997; Perry et al., 2010). In 
contrast, state motivation reflects workers’ level of motivation at a specific moment in time. 
Measures of state motivation typically assess the amount of time, effort, or attention devoted 
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to a task (Chen et al., 2004). Goal-related measures also are thought to capture state motiva-
tion because goals help direct workers’ effort toward specific tasks (Katerberg & Blau, 1983).

Results of previous research suggest that the way motivation is conceptualized may affect 
support for the multiplicative model. For example, Hirschfeld, Lawson, and Mossholder 
(2004) found that the ability-motivation interaction was stronger when the motivation mea-
sure was more task specific (i.e., academic motivation) than when it was more general (i.e., 
achievement motivation). Similarly, Perry et al. (2010) found greater support for the multi-
plicative model with a measure that focused more directly on motivation (i.e., achievement 
striving) than for measures that assessed less relevant constructs (e.g., other facets of consci-
entiousness). However, we are not aware of a theoretical basis to hypothesize that support for 
the multiplicative model will be stronger or weaker for any specific conceptualization of 
motivation. Thus, we pose the following research question:

Research Question 1: Does the way motivation is conceptualized (i.e., trait vs. state) affect the 
strength of the multiplicative effect of ability and motivation on performance?

We also examine whether the trait versus state distinction affects the relative importance 
of motivation to performance. Various theories and models propose that distal, traitlike moti-
vational variables affect outcomes such as performance via more proximal, statelike vari-
ables. For example, cognitive choice theories of motivation (e.g., goal-setting theory, 
expectancy theory) propose that distal variables such as achievement motivation affect per-
formance primarily by influencing more proximal variables such as goal choice and intended 
effort (Kanfer, 1990). In support of this idea, Phillips and Gully (1997) found evidence that 
traitlike variables such as locus of control and need for achievement relate to academic per-
formance through statelike variables such as specific self-efficacy and self-set goals. 
Similarly, Chen et al. (2000) found that statelike variables such as goals and state anxiety 
were better predictors of academic performance than traitlike variables such as general self-
efficacy and goal orientation.

Thus, theory and prior research suggest that statelike motivation will tend to have a strong, 
direct effect on outcomes such as performance. In contrast, traitlike motivation is thought to 
affect outcomes indirectly through their influence on more proximal variables and, thus, have 
a weaker effect on the outcomes. This leads to our first hypothesis:

Hypothesis 1: The relative importance of motivation to performance will be stronger for state moti-
vation compared to trait motivation.

Study setting.   Researchers have suggested that interaction effects are more likely to be 
found in laboratory settings than field settings (e.g., McClelland & Judd, 1993). The ratio-
nale is that laboratory studies enable researchers to measure variables more precisely and to 
control for extraneous sources of variance better than in field studies and thereby maximize 
the ability to detect interactions. Relative to field studies, laboratory studies also are more 
likely to use experimental designs and manipulations that enable researchers to induce a 
range of motivational levels. In contrast, motivation may be less varied in field settings 
where extremely low levels of motivation may not be present (i.e., because all employees 
need some minimum level of motivation to perform their jobs) and/or where extremely high 
levels of motivation may not be present over longer periods. Similarly, laboratory studies are 
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less likely to include variables with nonoptimal distributions (e.g., low variance in measures 
of performance), which can lower the size of the parameter estimate for the interaction effect 
and statistical power to detect it (Aguinis, Edwards, & Bradley, in press). In sum, we hypoth-
esize the following:

Hypothesis 2: The multiplicative effects of ability and motivation on performance will be stronger 
in laboratory studies than in field studies.

Study setting also may serve as a boundary condition for the relative importance of ability 
versus motivation. Laboratory studies typically are short-term and focus more on maximal 
performance than on typical performance. This is relevant because ability tends to be a better 
predictor of maximal performance, whereas noncognitive variables tend to be better predic-
tors of typical performance (e.g., Beus & Whitman, 2012; DuBois, Sackett, Zedeck, & Fogli, 
1993). Similarly, criteria in training studies (e.g., training test scores) tend to assess knowl-
edge acquisition, of which ability is a key antecedent (e.g., F. L. Schmidt et al., 1986). In 
contrast, motivation may be more constrained (i.e., to be relatively high) in laboratory and 
training settings. For example, many training contexts (e.g., new hire training) may represent 
strong situations (Mischel, 1973), such that trainees tend to be highly motivated to learn job-
relevant knowledge and skills. This, in turn, may constrain variability in motivation and 
attenuate relations between motivation and performance. Thus, we propose the following 
hypothesis:

Hypothesis 3: Ability will be more important than motivation to training performance and to perfor-
mance in laboratory studies designed to simulate job performance.

The relative importance of ability and motivation to job performance seems less certain. 
Previous research suggests that general mental ability is one of the best predictors of job 
performance, particularly task performance (F. L. Schmidt & Hunter, 1998). At the same 
time, motivation is thought to be a key determinant of performance (e.g., Campbell, McCloy, 
Oppler, & Sager, 1993), and certain motivation-related variables (e.g., goal setting, incen-
tives) have been found to demonstrate moderate to strong relations with performance (e.g., 
Guzzo, Jette, & Katzell, 1985; Locke, Feren, McCaleb, Shaw, & Denny, 1980; Tubbs, 1986). 
Furthermore, in contrast to laboratory and training studies, job performance studies tend to 
use measures that focus more on typical performance, of which motivation may be a better 
predictor than ability. Therefore, we explore the following research question:

Research Question 2: Is ability or motivation more important to job performance?

Operationalization of performance.   We also examined whether the manner in which the 
criterion is operationalized influences conclusions regarding the effects of ability and moti-
vation on performance. Specifically, we expected that ability will be relatively more impor-
tant than motivation when performance is measured objectively, whereas motivation will be 
more important when performance is measured subjectively. This expectation was based on 
two factors. First, construct relations tend to be stronger when measures are aligned on fac-
tors such as type and specificity of measurement (e.g., Hogan & Holland, 2003). Therefore, 
it is possible that ability—an objectively measured predictor—will better predict objective 
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performance measures, whereas motivation—a subjectively measured predictor—will bet-
ter predict subjective performance measures. Second, objective performance measures (e.g., 
sales) tend to focus on task-related performance and, as noted, ability is thought to be a 
strong predictor of task performance. In contrast, subjective performance measures (e.g., 
supervisor ratings) tend to assess task performance, as well as nontask factors such as citizen-
ship behaviors and counterproductive work behavior (CWB; Rotundo & Sackett, 2002). This 
is noteworthy because motivation-related variables are thought to predict nontask factors that 
often are considered in subjective performance measures. This leads us to hypothesize the 
following:

Hypothesis 4: Ability will be more important than motivation when performance is measured objec-
tively, whereas motivation will be more important than ability when performance is measured 
subjectively.

Additional factors.   In addition to the aforementioned boundary conditions for which we 
had specific hypotheses or research questions, we explored six other variables that could 
affect support for the multiplicative model. We examined these particular variables given 
past theoretical and empirical interest in each of them.

First, studies with statistically significant findings are, in some situations, more likely to 
be published than studies whose results are not significant (e.g., Dalton, Aguinis, Dalton, 
Bosco, & Pierce, 2012). Although most of the studies in our meta-analysis did not focus on 
the multiplicative model, we explored whether support for this model differed between pub-
lished and unpublished studies. Second, type of organization (i.e., civilian vs. military) is a 
commonly reported potential moderator in meta-analyses, and we examined the possible 
influence of this variable as well. For example, perhaps the structured environment of mili-
tary organizations constrains the influence of individual differences (and their interactions) 
on performance.

Third, as discussed, many studies do not have sufficient sample sizes (and, in turn, statisti-
cal power) to detect interaction effects (Aguinis et al., in press; Murphy & Russell, in press). 
Thus, we also explore the influence of study sample size on support for the multiplicative 
model. Fourth, ability-motivation interactions could be stronger for more complex jobs or 
tasks (Sackett et al., 1998; Terborg, 1977). In these situations, individual differences in abil-
ity are likely to have a large effect on performance; thus, employees’ motivation to deploy 
their abilities may be particularly important. Therefore, we explore the potential role of job 
complexity.

Fifth, as noted, prior research suggests that ability tends to be a better predictor of task 
performance, whereas noncognitive variables tend to be better predictors of other dimensions 
of performance, such as contextual performance and CWB (e.g., Hattrup, O’Connell, & 
Wingate, 1998; LePine & Van Dyne, 2001; Mount, Oh, & Burns, 2008). We therefore explore 
whether support for the multiplicative model varies based on whether the criterion reflects 
task versus contextual performance. Finally, when two variables have strong bivariate or 
additive effects on an outcome, there may not be much “room” for the interaction between 
the variables to explain additional variance in the outcome (e.g., Murphy & Russell, in press). 
For this reason, we also explore whether relations between ability and performance and 
between motivation and performance affect the strength of the ability-motivation interaction 
on performance.
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Method

Literature Search

We began by searching online and electronic databases, including ABI/INFORM 
Collection, Academic Source Complete, Business Source Complete, Education Resources 
Information Center (ERIC), Google Scholar, JSTOR, ProQuest Dissertations & Theses, 
PsycINFO, and Web of Science, for studies that included measures of ability, motivation, and 
performance. We used many combinations of key terms in an attempt to be as comprehensive 
as possible. For ability, we used the following search terms: ability, aptitude, cognitive abil-
ity, competence, GMA (i.e., general mental ability), intelligence, IQ, and mental ability. For 
motivation, we used the following terms: achievement (to capture achievement striving, need 
for achievement, and related terms), attentional focus/resources, diligence, effort, goal (to 
capture goals, goal setting, goal commitment, and related terms), hard work, intensity, mental 
effort/workload, motivation, on-task/off-task thoughts, persist/persistence, time spent, work 
ethic, and work orientation. For performance, we used the following terms: absence/absent, 
citizenship, contextual performance, counterproductive work behavior (and CWB), deviance, 
effectiveness, extra-role (and extra role and extrarole), lateness, organizational citizenship 
behavior (and OCB), performance, productivity, prosocial behavior, sales, supervisor rat-
ings, tardiness, training, and withdrawal.

In addition, we searched for studies that included particular measures of ability (e.g., 
Wonderlic Personnel Test; Wonderlic Associates, 1999), motivation (e.g., Kanfer, Ackerman, 
Murtha, Dugdale, & Nelson, 1994), or performance (e.g., Williams & Anderson, 1991). 
Finally, we reviewed the references sections of the studies we obtained to identify additional 
sources. Our searches yielded over 3,000 studies to review for possible inclusion in the 
meta-analysis.

Inclusion Criteria

We used nine criteria to determine whether to include the identified studies in the meta-
analysis. We summarize the criteria below and provide further details about them online in 
Appendix A of the supplemental file. First, we included only studies that measured ability, 
motivation, and performance because we needed data on all three variables to create and test 
the ability-motivation interaction (as well as to directly compare the relative importance of 
ability and motivation). Second, we included only studies conducted (a) in field settings in 
which the criteria reflected job or training performance or (b) in laboratory settings designed 
to simulate job or training performance. Third, we included only studies that examined rela-
tions among ability, motivation, and performance at the individual level of analysis. Fourth, 
we included only studies in which the results were based on the full range of participants in 
the sample. We excluded studies in which the variance in the predictors, criteria, or both was 
intentionally enhanced. Fifth, we included only independent samples, and we used the method 
described by Wood (2008) to identify (and exclude) studies in which a sample appeared to 
overlap with a sample from another article authored by the same researchers. When possible, 
we tried to confirm apparent instances of sample overlap with the study authors.

Sixth, we included only studies that measured ability using objective tests that assessed 
one or more types of cognitive abilities, such as quantitative, verbal, or spatial ability. 
Seventh, consistent with how we defined work motivation, we included only motivation 
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measures that assessed the tendency to demonstrate work effort (i.e., trait motivation) or 
the amount of effort devoted to a particular task (i.e., state motivation). Trait motivation 
was assessed by measures such as achievement motivation and work drive. Some research-
ers have suggested that conscientiousness captures overall motivation tendencies (e.g., 
Chen et al., 2000; Diefendorff & Chandler, 2011; F. L. Schmidt & Hunter, 1992). However, 
conscientiousness is a broad, multifaceted construct, and some of its subfacets (achieve-
ment striving in particular) are more closely linked to motivation and effort than other 
subfacets (e.g., dependability, order). Therefore, we did not include conscientiousness as a 
proxy for trait motivation. Studies assessed state motivation using measures such as task-
specific effort, amount of time spent on a task (e.g., time spent studying training materials), 
and goals.

Eighth, we included studies in which the performance measure(s) reflected one or more of 
the following: task performance, contextual performance, CWB, or overall performance. 
Furthermore, we included only studies that measured job performance using supervisor rat-
ings, peer ratings, or some objective criterion (e.g., sales). The one exception is that, consistent 
with previous meta-analyses (e.g., Gonzalez-Mulé, Mount, & Oh, 2014), our meta-analysis 
included self-reports of CWB. For studies that measured training performance, the criteria 
reflected exam scores, grades, or instructor ratings. Also, for laboratory studies, performance 
was measured with scores on simulated work tasks or by observer ratings of performance. 
Finally, we included only studies for which we or the original authors (see below) could esti-
mate effects for a model that included ability, motivation, and the interaction between the two 
as predictors of performance without any other variables in the model (e.g., statistical 
controls).

We found 57 studies that appeared to meet all the criteria. However, none of the studies 
included all the statistics needed for the meta-analysis, especially correlations between the 
ability-motivation product term and the other variables. Therefore, we had to attempt to 
locate and contact the authors of every study to request the relevant results or the raw data so 
that we could perform the analyses. We located contact information for authors of 56 studies, 
and 48 (85.7%) responded to our request for data. Of the authors who responded, 33 sent us 
the raw data, or they ran the analyses using IBM SPSS syntax we provided and sent us the 
output (we provide this syntax in Appendix B in the online supplemental file). Of the authors 
who did not provide us data, most indicated that they no longer had the data or could not 
locate them. A few authors indicated that they could not make time to look for the data or that 
they did not want to share their data.

The data collection process yielded 56 independent samples, which comprised 39 journal 
articles, 16 dissertations and theses, and 1 conference paper. Two of the authors indepen-
dently coded 50% of the studies. Before analyzing the data, we determined the percentage of 
times the two coders recorded the same sample size, reliability estimates, correlations, and 
regression coefficients. The level of rater agreement ranged from 98.3% to 100% across the 
coded variables. Considering the high level of intercoder agreement, the first author coded 
the remaining primary studies.1

Data-Analytic Approach

We used Hunter and Schmidt’s (2004) psychometric meta-analysis procedures to analyze 
the data. We provide an overview of the analyses below and describe further details in 
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Appendix C of the online supplemental file. First, we recorded zero-order correlations among 
ability, motivation, and performance. To estimate the multiplicative model, we also needed 
correlations between the ability-motivation product term and the other variables. Although 
correlations for the product term were not reported in any of the original primary studies, we 
obtained them (or the raw data to compute the correlations) from many of the original authors. 
For these studies, we (or the original authors) standardized scores for the ability and motiva-
tion measures and computed a new variable that reflected the product of the two components. 
We then recorded the zero-order correlations between the product term and ability, motiva-
tion, and performance.

Second, we computed composite variables for primary studies that included multiple 
measures of ability, motivation, and/or performance. Third, because we were interested pri-
marily in relations at the construct level and not at the measure level (Hunter & Schmidt, 
2004; Le, Schmidt, & Putka, 2009), we corrected the observed correlations for measurement 
error in all the variables. We also report relations corrected for both measurement error and 
range restriction. Fourth, we used the observed and corrected correlations among ability, 
motivation, and performance to estimate the additive effects of ability and motivation on 
performance. This analysis yielded observed and corrected Rs and standardized regression 
coefficients for each study. We used the same observed and corrected correlations, plus the 
correlations involving the ability-motivation product term, to estimate the multiplicative 
effects of ability and motivation.

Fifth, we computed relative weight statistics (RWs) for both the multiplicative and addi-
tive model. Relative weight analysis (Johnson, 2000) assesses the contribution each predictor 
makes to the regression model, considering each predictor’s individual effect and its effect 
when combined with the other predictors (LeBreton, Hargis, Griepentrog, Oswald, & 
Ployhart, 2007). The resulting relative weights indicate the percentage of variance in the 
criterion each predictor explains. These analyses were ideally suited for our purposes because 
they focus on effect sizes and, thus, minimize concerns about low or differential levels of 
statistical power across the primary studies. Finally, we conducted a simple slopes analysis 
for each study to interpret the nature of any ability-motivation interactions we might find.

Each of the above sets of results is based on different sets of primary studies. First, zero-
order correlations among ability, motivation, and performance, as well as the additive and 
relative effects of ability and motivation on performance, are based on 55 independent sam-
ples (N = 11,283).2 Second, tests of the interactive effects of ability and motivation are based 
on 40 samples (N = 8,507) for which we had information concerning the multiplicative 
model. Third, the simple slopes analyses are based on 39 samples (N = 7,499) for which the 
primary authors shared the raw data needed to conduct these analyses.

Results

Correlations Among Ability, Motivation, and Performance

Zero-order correlations among the variables are shown in Table 1. For this and subsequent 
tables, we report observed estimates, estimates corrected for measurement error, and estimates 
corrected for measurement error and range restriction. When discussing the results, we focus 
on the last set of estimates (which we refer to as the “corrected” estimates). The first line 
shows results based on data from all the primary studies combined (i.e., “Overall”). The mean 
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corrected correlation between ability and motivation was .07, the mean corrected correlation 
between ability and performance was .44, and the mean corrected correlation between motiva-
tion and performance was .29. These results suggest that (a) ability and motivation are inde-
pendent of one another and (b) both variables were related to performance.

Tests of the Multiplicative Model

We assessed support for the multiplicative model in four ways. First, we examined the 
change in R between the additive model and the multiplicative model. We focused on R, 
rather than on R2, so readers can more easily compare the effects to those typically reported 
in the literature (e.g., Bosco, Aguinis, Singh, Field, & Pierce, 2015). Second, we examined 
the relative importance of ability, motivation, and the ability-motivation interaction to 
performance.

Table 2 displays results for the first two sets of analyses. The overall corrected change in 
R from the additive model to the multiplicative model was .02. Thus, inclusion of the ability-
motivation interaction resulted in only a slight increase in the prediction of performance 
beyond the additive effects of ability and motivation. As shown on the first row and last three 
columns of Table 2, the overall corrected relative weight percentages for ability, motivation, 
and the ability-motivation interaction were 60.1%, 30.5%, and 9.4%, respectively. Thus, the 
additive effects of ability and motivation accounted for about 91% of the explained variance 
in job performance, whereas the ability-motivation interaction accounted for only about 9% 
of the explained variance.

The third way we assessed support for the multiplicative model was to compute simple 
slopes for the ability-performance relationship across different levels of motivation. Results 
of the simple slopes analyses are shown in Table 3. We conducted these analyses using the 
SPSS macros developed by O’Connor (1998) that estimate the direction and strength of the 
relation between ability and performance at three levels of motivation: 1 SD below the mean, 
the mean, and 1 SD above the mean. Because these analyses are based on raw data, results 
reflect the observed (i.e., uncorrected) relations among the variables. Overall, relations 
between ability and performance tended to increase slightly as motivation increased from 
low (.22) to moderate (.24) to high (.25). This small, positive trend was fairly consistent 
across the different sets of analyses.

Finally, as an additional way to interpret the results, we examined the strength and direc-
tion of the multiplicative effect in one other way. Specifically, there were 67 individual anal-
yses with available data to calculate the simple slopes (i.e., some of the 39 independent 
samples included multiple motivation measures and/or criterion measures). In 23 cases 
(34.3%), the change in slopes (i.e., from low motivation to high motivation) was positive and 
.10 or higher in magnitude. In 27 cases (40.3%), the change in slopes was trivial, that is, 
between .00 and +/–.09. And in 17 cases (25.4%), the change in slopes was negative and –.10 
or lower in magnitude. These findings are consistent with earlier results and suggest that, in 
most cases, the ability-motivation interaction was very small. Furthermore, when the interac-
tion was larger, in some cases it was positive (i.e., the ability-performance relation increased 
as motivation increased) and in some cases it was negative (i.e., the ability-performance rela-
tion decreased as motivation increased).
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In sum, evidence from these analyses converges to suggest a lack of support for the mul-
tiplicative model. The ability-motivation interaction provided little incremental prediction 
beyond the additive effects of ability and motivation and accounted for only a small percent-
age of the explained variance in performance. Moreover, when there was an interaction, 
sometimes it reflected the predicted form (i.e., a stronger ability-performance relation when 
motivation is higher) and sometimes it did not.

Boundary Conditions of Multiplicative and Relative Effects

Conceptualization of motivation.   Research Question 1 asked whether the way motivation is 
conceptualized—as a trait or as a state—would affect the strength of the multiplicative effects 
of ability and motivation on performance. Table 2 shows that the mean corrected relative weight 
percentage for the ability-motivation interaction was 11.9% for measures of trait motivation 
and 3.7% for measures of state motivation. This suggests that evidence of an ability-motivation 
interaction was somewhat stronger when motivation was conceptualized as a trait than when it 
was conceptualized as a state. However, in both cases, the multiplicative effect was small.

Table 3

Sample Size–Weighted Mean Standardized Simple Slopes for Ability-Performance 
Relations at Different Levels of Motivation

Analysis k N

–1 SD M +1 SD

Slope 95% CI Slope 95% CI Slope 95% CI

Overall 39 7,499 0.22 0.16, 0.28 0.24 0.19, 0.29 0.25 0.19, 0.30
Motivation construct  
  Trait motivation 29 4,759 0.17 0.09, 0.24 0.18 0.12, 0.24 0.19 0.13, 0.26
  State motivation 13 3,539 0.31 0.23, 0.39 0.31 0.25, 0.37 0.32 0.26, 0.37
Performance context  
  Job performance 19 2,964 0.12 0.03, 0.21 0.14 0.07, 0.21 0.15 0.07, 0.24
  Training performance 12 2,248 0.22 0.12, 0.32 0.24 0.16, 0.40 0.26 0.18, 0.35
  Laboratory study performance 13 3,044 0.34 0.28, 0.41 0.34 0.29, 0.39 0.34 0.28, 0.39
Performance measure  
  Subjective 23 3,701 0.12 0.04, 0.20 0.14 0.08, 0.20 0.16 0.08, 0.24
  Objective 21 4,754 0.30 0.22, 0.37 0.30 0.24, 0.36 0.31 0.26, 0.36
Publication status  
  Published 28 5,211 0.20 0.12, 0.27 0.21 0.02, 0.40 0.23 0.01, 0.44
  Unpublished 11 2,288 0.28 0.20, 0.36 0.29 0.21, 0.37 0.30 0.21, 0.39
Type of organization  
  Civilian 22 2,876 0.15 0.05, 0.24 0.19 0.11, 0.26 0.22 0.13, 0.31
  Military 4 1,579 0.13 0.01, 0.25 0.13 0.02, 0.23 0.12 0.01, 0.24
Performance dimension  
  Task performance 5 700 0.02 –0.21, 0.25 0.07 –0.12, 0.25 0.12 –0.05, 0.29
  Contextual performance 4 609 –0.01 –0.10, 0.09 0.04 –0.04, 0.13 0.10 –0.06, 0.26

Note: k = number of correlations from independent samples; N = total number of participants across samples; 95% 
CI = lower and upper bounds of the 95% confidence interval. Simple slopes reflect (uncorrected) standardized 
regression coefficients for ability and performance at low (–1 SD), moderate (mean), and high (+1 SD) levels of 
motivation.
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Hypothesis 1 predicted that state motivation would be relatively more important to perfor-
mance compared to trait motivation. Mean corrected correlations for trait and state measures 
and performance were .23 versus .37, respectively (see Table 1). This provides support for 
Hypothesis 1 and suggests that statelike motivation measures are better predictors of perfor-
mance than traitlike measures.

Study setting.   Hypothesis 2 predicted that the multiplicative effects of ability and moti-
vation on performance would be stronger in laboratory settings compared to field settings. 
Results in Table 2 suggest an opposite pattern. Specifically, the overall corrected relative 
weight for the ability-motivation interaction was larger for job performance (17.0%) and 
training performance (10.3%) than for laboratory study performance (2.3%). Thus, Hypoth-
esis 2 was not supported.

Hypothesis 3 predicted that ability would be relatively more important than motivation to 
performance during training, as well as in laboratory studies designed to simulate work tasks. 
Table 4 provides estimates of the additive and relative effects of ability and motivation on 
performance. We found that ability was indeed a much stronger predictor than motivation of 
both training performance (corrected RWs = 83.0% vs. 17.0%) and laboratory study perfor-
mance (corrected RWs = 70.8% vs. 29.2%). Thus, Hypothesis 3 was supported.

Research Question 2 addressed whether ability or motivation would be relatively more 
important to job performance. Interestingly, the results reported in Table 4 revealed that abil-
ity and motivation contributed equally to the explained variance in job performance (both 
RWs = 50.0%). This suggests that the two variables are similarly important to how well 
employees perform their jobs.

Operationalization of performance.   Hypothesis 4 predicted that ability would be more 
important when performance is measured objectively, whereas motivation would be more 
important when performance is measured subjectively. Table 4 shows that ability was indeed 
a better predictor of objective performance measures (corrected RWs = 77.7% for ability 
vs. 22.3% for motivation). In contrast, ability and motivation contributed about equally to 
the variance explained in subjective performance measures (both corrected RWs = 50.0%). 
These results provide partial support for Hypothesis 4 and suggest that the relative impor-
tance of ability versus motivation depends on how job performance is measured.

One complicating factor is that study setting and performance measure covaried in our 
data set. Specifically, job performance studies tended to measure performance subjectively 
(e.g., using supervisor ratings), whereas laboratory studies tended to measure performance 
objectively (e.g., with scores on simulated job tasks). Training performance studies used a 
mix of subjective and objective criterion measures.

To explore the relative influence of study setting and performance measure on the size of 
the ability-performance relation, we conducted a weighted least squares (WLS) multiple 
regression analysis (Steel & Kammeyer-Mueller, 2002) with performance context (job vs. 
training vs. lab) and performance measure (objective vs. subjective) as independent variables 
and ability-performance correlations as the dependent variable. To represent the three perfor-
mance contexts, we created two dummy variables: one for job performance (coded as 1) 
versus training and laboratory study performance (coded as 0) and another for laboratory 
performance (coded as 1) versus job and training performance (coded as 0). In addition, we 
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weighted each study by the inverse of the sampling error variance, such that studies with less 
sampling error received greater weight than studies with more sampling error (Hedges & 
Olkin, 1985; Steel & Kammeyer-Mueller, 2002).

Interestingly, results revealed that the dummy code representing the two types of perfor-
mance measure was significant (β = 0.52, p = .02), whereas the performance context dummy 
codes were not (β = −0.08 and −0.02, both p > .05). This suggests that relations between abil-
ity and performance were stronger when performance was measured objectively, regardless of 
the performance context (e.g., on the job vs. during training). We then conducted this same 
analysis using motivation-performance correlations as the dependent variable. We found the 
opposite pattern of results this time, such that performance context (i.e., laboratory perfor-
mance vs. job and training performance) was significant (β = 0.50, p < .01), whereas perfor-
mance measure was not (β = −0.03, p = .90). Job performance versus training and laboratory 
performance also was nonsignificant (β = 0.30, p = .20). In other words, relations between 
motivation and performance were stronger in laboratory settings than in job and training set-
tings, regardless of whether performance was measured objectively or subjectively.

Additional factors.   In these analyses, we explored additional factors that might affect 
support for the multiplicative model. Table 2 displays results for the categorical factors (and 
Table 3 presents the corresponding simple slopes results). Regarding publication status, the 
corrected relative weight for the ability-motivation interaction was 12.2% among published 
studies and 2.0% among unpublished studies. This suggests a tendency for published stud-
ies to find stronger support for the multiplicative model, although even in published studies, 
support for the model was quite weak. We discovered a similar trend for type of organization, 
such that the interaction effect was stronger among studies conducted in civilian organiza-
tions (RW = 21.5%) compared to military organizations (RW = 7.0%). However, we cau-
tion that only four military samples were available for this analysis. Regarding performance 
dimension, the strongest support for the multiplicative model (across all the analyses we 
conducted) came from several studies in which the criterion reflected task performance (RW 
= 27.6%). In contrast, the multiplicative model explained less variance when the criterion 
reflected contextual performance (RW = 14.2%).3

The other three factors are continuous, so we calculated zero-order correlations between 
these factors and the corrected relative weights for the ability-motivation interaction (please 
note that the correlations in this paragraph are not reported in any of the tables). The correla-
tion for study sample size was –.27 (p = .07). This suggests that the interactive effect was 
stronger in smaller samples than in larger samples. To measure job complexity, we used 
O*NET data regarding two generalized work activities (processing information and analyz-
ing data or information) that reflect the description of job complexity provided by Morgeson 
and Humphrey (2006). For each job, we recorded scores for these two variables and then 
averaged the scores to create a measure of job complexity (α = .87). The correlation for job 
complexity was .06 (p = .80), which indicates that the complexity of the job did not affect 
support for the multiplicative model. The last analysis explored whether relations between 
ability and performance and between motivation and performance affected the strength of the 
ability-motivation interaction on performance. The ability-performance relation correlated 
–.47 (p < .01) with the interaction effect, and the motivation-performance relation correlated 
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–.21 (p = .14) with the interaction effect. These results suggest that support for the multiplica-
tive model was stronger when the relation between ability and performance was weaker.

Multivariate analyses of boundary conditions.   Finally, we conducted a WLS regression 
analysis to explore the relative influence of all the potential boundary conditions. In this 
analysis, the cases were the independent samples for which we had data for the multiplicative 
model. The dependent variable was the corrected relative weight for the ability-motivation 
interaction for each study.4 The independent variables included the following binary-coded 
(0 vs. 1) variables: publication status (published vs. unpublished), study setting (field vs. 
laboratory), motivation construct (trait vs. state), and performance measure (subjective vs. 
objective). The model also included three continuous independent variables: sample size, the 
corrected correlation between ability and performance, and the corrected correlation between 
motivation and performance.5

Tables 5 and 6 present correlations among the variables and WLS regression results, 
respectively. It is interesting that all of the primary study characteristics correlated signifi-
cantly with the ability-motivation interaction. Specifically, the interaction was stronger when 
the study was published, when the study was conducted in a field setting, when the sample 
size was smaller, when trait motivation was measured, when performance was measured 
subjectively, and when ability-performance and motivation-performance relations were 
weaker. The WLS regression model with these variables as predictors of the ability-motiva-
tion interaction was significant (F7, 45 = 8.55, p < .001, adjusted R2 = .54). Three variables 
remained significant when variance due to the other variables was controlled within this 
analysis: sample size (b = −0.22, p = .09), the ability-performance correlation (b = −0.39,  
p = .01), and the motivation-performance correlation (b = −0.34, p = .02). We also conducted 

Table 5

Correlations Between Boundary Condition Variables and the Ability-Motivation 
Interaction

Variable 1 2 3 4 5 6 7

1.	 Corrected relative weight for 
ability-motivation interaction

2.	 Publication status .36**
3.	 Study setting –.43** –.50**
4.	 Sample size –.42** .02 –.01
5.	 Motivation construct –.35** –.48** .57** .11
6.	 Performance measure –.55** –.46** .57** .46** .60**
7.	 Ability-performance correlation –.68** –.34** .46** .36** .41** .60**
8.	 Motivation-performance correlation –.32* –.19† .22† –.08 .43** –.06 .19

Note: Ns ranged from 46 to 49 independent samples. Publication status was coded 0 = unpublished study and  
1 = published study. Study setting was coded 0 = field setting and 1 = laboratory setting. Motivation construct was 
coded 0 = trait motivation and 1 = state motivation. Performance measure was coded 0 = subjective measure and  
1 = objective measure.
†p < .10.
*p < .05.
**p < .01.
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a relative weight analysis. The results in Table 6 show that the ability-performance correla-
tion was the most important predictor (RW = 35.13%), followed by sample size (RW = 
16.23%) and performance measure (RW = 15.96%).

Discussion

We addressed a foundational question in management and other fields concerned with 
employee performance: What is the functional form of the joint effects of cognitive ability 
and motivation on performance? Given the centrality of performance to theory and practice, 
and the abundant conceptual and empirical work on ability and motivation as key predictors 
of performance, our results have implications for management theory, future research, and 
practice.

Implications for Theory and Research

A key finding is that available evidence does not provide strong or consistent support for 
the hypothesis that Performance = f(Ability × Motivation). This conclusion is based on a 
triangulation of evidence based on raw data from dozens of primary studies that did not suf-
fer from some of the problems that have limited prior research on the multiplicative model. 
First, moderated multiple regression analyses revealed that the overall corrected change in R 
from the additive model to the multiplicative model is .02. Thus, the ability-motivation inter-
action tends to provide very little incremental prediction beyond the additive effects of ability 
and motivation. Second, relative importance analyses showed that ability, motivation, and 
the ability-motivation interaction account for an average of 60.1%, 30.5%, and 9.4% (respec-
tively) of the explained variance in performance. This suggests that in most cases, the 

Table 6

Weighted Least Squares Regression Results for Boundary Conditions as Predictors of 
the Ability-Motivation Interaction

Predictor b SE β t RW (%)

Publication status 7.42 8.56 0.11 0.87 6.73
Study setting –7.80 9.15 –0.12 –0.85 9.54
Sample size –0.03 0.02 –0.22 –1.71† 16.23
Motivation construct 16.55 10.76 0.25 1.54 3.62
Performance measure –15.12 11.85 –0.26 –1.28 15.96
Ability-performance correlation –42.09 14.52 –0.39 –2.90** 35.13
Motivation-performance correlation –52.32 20.57 –0.34 –2.54* 12.79

Note: Ns ranged from 46 to 49 independent samples. Publication status was coded 0 = unpublished study and 1 = 
published study. Study setting was coded 0 = field setting and 1 = laboratory setting. Motivation construct was coded 0 
= trait motivation and 1 = state motivation. Performance measure was coded 0 = subjective measure and 1 = objective 
measure. Analyses are based on a random-effects model. b = unstandardized regression coefficient; SE = standard 
error; β = standardized regression coefficient; t = t statistic; RW = relative weight.
†p < .10.
*p < .05.
**p < .01.
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interactive effect is relatively unimportant to performance. Third, simple slopes analyses 
suggested that the ability-performance relationship remains fairly consistent across levels of 
motivation. And fourth, even in cases where the interactive effect appears nontrivial, the 
direction of the effect is not consistent. That is, in some cases the ability-performance rela-
tion is stronger when motivation is higher, and in other cases, the ability-performance rela-
tion is weaker when motivation is higher.

The lack of support for the multiplicative model is particularly noteworthy because we 
focused on effect sizes and applied corrections for statistical and methodological artifacts. As 
such, the lack of evidence for the multiplicative model cannot be attributed to common prob-
lems with testing interaction effects, such as low statistical power and low reliability of the 
product term (Aguinis et al., in press). In addition, interactions can be difficult to detect when 
the two predictors are highly correlated, which decreases the likelihood that the interaction 
between the two variables will provide unique information (Murphy & Russell, in press). 
This also was not an issue in the present study because correlations between ability and moti-
vation tend to be very small.

An additional contribution is our examination of situations when the multiplicative model 
may be more viable. Results reveal that the interactive effects of ability and motivation on per-
formance generally are small in both published and unpublished studies, in both laboratory and 
field settings, in both civilian and military organizations, in both complex and less complex jobs, 
for both trait and state motivation measures, and for both objective and subjective performance 
measures. The two situations that appear most conducive to finding an ability-motivation inter-
action are (a) when the sample size is smaller and (b) when the bivariate effects of ability and 
motivation on performance (particularly ability) are weaker. The finding that small-sample stud-
ies are more likely to find support for the multiplicative model is counterintuitive given that 
small samples often lack sufficient statistical power to detect interaction effects (Aguinis, 1995). 
However, we focused on the size of ability-motivation interactions rather than on their statistical 
significance. The fact that interactive effects are stronger in smaller samples suggests that even 
when an interaction is evident, it may be “driven” by a small subset of cases (e.g., individual 
employees who possess particularly low or high levels of ability and/or motivation) that has an 
inordinate influence on results within smaller samples.

Overall, the present findings suggest quite clearly that the effects of ability and motivation 
on performance are additive rather than multiplicative. The lack of support for the multiplica-
tive hypothesis suggests the need to revisit theories and models that predict or imply an 
interactive relation between ability and motivation. For example, job performance theories 
and models should specify that ability and motivation exert independent effects on perfor-
mance rather than interactive effects. In addition, ability may not be a resource that only 
highly motivated individuals allocate towards tasks. Similarly, it appears that goals—and 
individuals’ commitment to those goals—demonstrate independent effects on performance 
and do not help higher-ability individuals more than lower-ability individuals. This conclu-
sion also has implications for the types of designs required in future research. For example, 
a priori estimates of statistical power can focus on additive effects rather than on interactive 
effects. This, in turn, can substantially reduce sample size requirements and make future 
research more practically feasible.

The present findings also have implications for understanding the relative importance of 
ability and motivation. For example, we found that relations between motivation and 
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performance (as well as the importance of motivation relative to ability) are stronger when 
measures reflect state motivation (e.g., time spent on a task) than when they reflect trait moti-
vation (e.g., achievement motivation). This finding provides support for the trait versus state 
distinction (Chen et al., 2000; Kanfer & Heggestad, 1997) and addresses calls for meta-ana-
lytic research to directly compare the predictive validity of different motivational constructs 
(e.g., Diefendorff & Chandler, 2011).

Our results also provide support for the maximal-typical performance distinction (DuBois 
et al., 1993) by showing that ability is relatively more important than motivation to training 
performance and to performance on simulated job tasks in laboratory studies, both of which 
tend to focus on maximal performance (e.g., they are short-term). The fact that ability appears 
to be much more important than motivation to training performance is intriguing. One pos-
sibility is that training—particularly new hire training—represents a strong situation 
(Mischel, 1973), such that trainees tend to be highly motivated to learn job-relevant knowl-
edge and skills. This, in turn, may constrain the variance in motivation and attenuate relations 
between motivation and performance. In contrast, ability and motivation appear to be 
approximately equally important to job performance, the measures of which tend to assess 
typical performance over long periods. This discovery was somewhat unexpected given the 
strong track record of ability as a predictor of performance (e.g., F. L. Schmidt & Hunter, 
1998) and suggests that motivation may be just as important to job performance as ability.

Implications for Talent Management Practices

The present findings also point to actionable steps organizations can take to improve how 
they acquire and manage talent. First, our results reveal that ability and motivation are weakly 
correlated. The fact that ability and motivation largely are independent, and that both vari-
ables tend to demonstrate relations with performance, suggests that organizations should 
measure both variables to predict future performance. In other words, talent management 
systems that emphasize ability at the expense of motivation, or vice versa, are likely to be 
suboptimal for influencing or predicting future performance.

Second, the general lack of support for the multiplicative model suggests that job appli-
cants should be allowed to compensate for lower scores on ability measures with higher scores 
on motivation measures and vice versa. For instance, instead of requiring a minimum score on 
a cognitive ability test and a minimum score on a motivation measure (i.e., a multiple cutoffs 
or hurdles approach), it may be more effective to set a minimum total score for the two mea-
sures combined. Third, if ability and motivation interact to influence performance, this would 
suggest that interventions designed to increase motivation (e.g., incentive plans) should target 
employees who possess a high level of ability. The present results challenge this idea and sug-
gest that interventions should focus on employees of all ability levels.

Fourth, our findings suggest that compared to motivation, ability is much more important 
to performance during training and in laboratory studies designed to simulate job perfor-
mance. Thus, practitioners should be aware that findings from training and laboratory studies 
may overestimate the importance of ability and underestimate the importance of motivation 
to on-the-job performance. Fifth, we found that ability is a better predictor of objective per-
formance measures. The implication is that the type of performance organizations would 
most like to influence should inform the individual differences they assess during the selec-
tion process or try to influence through training and development or incentive programs. For 
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instance, the present findings suggest that if outcomes such as sales or productivity are more 
strategically critical than supervisor evaluations of employee performance, organizations 
should focus on ability. On the other hand, if an organization is particularly interested in 
improving supervisor evaluations, then it should focus on motivation.

Limitations and Directions for Future Research

We acknowledge several potential limitations of our research. First, despite an extensive 
search for primary studies, the number of independent samples available for some analyses 
was small. For example, most studies that met the inclusion criteria used traitlike measures 
of motivation; fewer studies have included ability, performance, and statelike measures of 
motivation. In particular, surprisingly little research has measured effort directly, particularly 
in field settings. Given the theoretical importance of effort to work motivation, we encourage 
more research on this key construct. For example, we found that measures of various con-
structs contain items about the amount or duration of effort devoted to work tasks, including 
measures of conscientiousness, engagement, work involvement, and organizational citizen-
ship behavior. It would be helpful for future research to delineate the similarities and differ-
ences among these constructs and measures to bring the measurement of effort into clearer 
focus. Our study also points to the need for additional research concerning how to best mea-
sure effort, including measures that can be used in high-stakes settings in which issues such 
as response distortion may be a concern.

Second, a requirement of the present meta-analysis was that all studies had to include 
measures of ability, motivation, and performance. As discussed, focusing on studies that 
measured all three constructs enabled us to (a) calculate the ability-motivation interaction 
and estimate its effects on performance and (b) directly compare the relative importance of 
ability and motivation to performance. A potential limitation of this approach was that the 
meta-analysis includes only a portion of studies that have measured ability and performance 
(but not motivation) and studies that have measured motivation and performance (but not 
ability). As a result, some of the correlations may differ from what we might have found had 
our results been based on a larger set of primary studies. For example, although the mean 
correlations we found between ability and performance are in line with ability-performance 
correlations from several previous meta-analyses, these correlations are somewhat different 
(i.e., smaller) than correlations reported in some other meta-analyses. For example, our mean 
observed correlation of .18 between ability and job performance is very similar to observed 
correlations of .14 to .20 reported in studies such as Berry, Clark, and McClure (2011), 
Bertua, Anderson, and Salgado (2005), Gonzalez-Mulé et  al. (2014), and Nathan and 
Alexander (1988). In contrast, the .18 correlation is smaller than the observed correlation of 
.25 from Hunter (1983), whose values have been used in subsequent meta-analyses (e.g., F. 
L. Schmidt & Hunter, 1998).

Several factors may contribute to the somewhat lower ability-performance relations we 
observed compared to some previous meta-analyses. For example, some studies were based 
solely or primarily on studies designed to validate a particular ability test, such as Hunter’s 
(1983) meta-analysis of the General Aptitude Test Battery. In contrast, a variety of ability 
tests are represented in the present meta-analysis, and the ability-performance relation was 
not the primary focus of most of the studies we cumulated. In fact, in the present study, 
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corrected correlations between ability and performance were slightly larger in unpublished 
studies than in published studies (rs = .48 vs. .42; see Table 1). Furthermore, some ability 
meta-analyses have included job knowledge and/or work sample tests as measures of job 
performance, whereas we did not include such criteria because they do not assess on-the-job 
performance. This is relevant because ability tends to correlate more strongly with job knowl-
edge and work sample tests than with performance ratings and productivity records (e.g., 
Nathan & Alexander, 1988). Finally, some of the artifact corrections we used also may be 
different from the corrections used in some previous meta-analyses. For example, range 
restriction values (u) for ability in some of the subsets of studies in our meta-analysis appear 
to be somewhat larger (and, thus, more conservative) than values used by several previous 
meta-analyses (e.g., Hunter, 1983; Salgado, Anderson, Moscoso, Bertua, & de Fruyt, 2003).

Regardless of the reason(s), we do not believe relations involving ability are systemati-
cally different (e.g., lower) than relations involving motivation because both sets of estimates 
were taken from the same studies. Thus, we have no reason to believe the sometimes smaller 
ability-performance relations we observed compared to some previous meta-analyses should 
affect conclusions regarding the relative importance of ability versus motivation or the valid-
ity of the additive versus multiplicative models.

Third, although we made extra efforts to try to understand and correct for the effects of 
range restriction (please see Appendix C in the online supplemental file), this proved to be a 
challenging endeavor. For example, many studies did not report enough information for us to 
determine whether range restriction may be relevant, and if so, the specific nature of the 
restriction (e.g., direct vs. indirect). Furthermore, studies were more likely to provide infor-
mation concerning whether and how ability scores were restricted, whereas there tended to 
be less information about possible restriction on motivation. Thus, in some instances, the 
range restriction–corrected results may underestimate the magnitude of relations involving 
motivation. Finally, even when we could be reasonably confident about the range restriction 
mechanism(s) within particular samples, we often did not have all the information needed to 
implement the most appropriate corrections. Thus, we sometimes had to make assumptions 
and/or use values from other studies in the data set. In spite of these considerations, given the 
consistency of results across types of analyses, it is unlikely that implementing additional or 
alternative range restriction corrections would have changed our substantive conclusions.

Fourth, we found several variables that appear to moderate the relative importance of abil-
ity and motivation to performance, such as the study setting (laboratory vs. field) and how 
performance was measured (objectively vs. subjectively). However, even after accounting 
for these variables, there sometimes was considerable variance in estimates across primary 
studies that was not due to the moderators or statistical artifacts. Thus, future research could 
examine additional potential moderators. For example, there is evidence that ability is rela-
tively more important when individuals first start a job, whereas motivation is relatively 
more important later on (e.g., Zyphur, Bradley, Landis, & Thoreson, 2008). Relatedly, most 
of the research we reviewed was cross-sectional and examined relations between individuals. 
Future research might adopt an intraindividual approach to examine whether relations among 
ability, motivation, and performance change within individuals over time (for examples, see 
Kanfer & Ackerman, 1989; Yeo & Neal, 2008).

Finally, the present study used meta-analysis to cumulate interaction effects. As such, we 
hope our study will serve as a model for researchers who wish to understand the magnitude 
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and consistency of interactive effects in other domains. However, our experience suggests 
that meta-analyzing interactions can be quite challenging. For example, primary studies very 
rarely include the exact same variables in their analyses or report all the statistics researchers 
need to estimate interactive relations. Thus, meta-analysts must be willing to devote substan-
tial time and effort to obtain the relevant data or statistics from the primary study authors. We 
urge primary researchers who study interactions to report correlations among all the vari-
ables, including the product terms, so that the results can be included in future 
meta-analyses.

Conclusions

The results of the present study have the potential to “change the conversation” regarding 
theories that predict that Performance = f(Ability × Motivation), as well as how these theories 
are disseminated to students in classrooms, to decision makers in organizations, and in the 
media and public discourse. Overall, our findings suggest that including ability-motivation 
interactions in future theoretical explanations or empirical models will add complexity to 
theories and models but not necessarily increase understanding or prediction of performance. 
Instead, our findings suggest that, in most cases, researchers and practitioners can focus on 
the more parsimonious additive effects of ability and motivation on performance. In addition, 
we hope our study will serve as a catalyst for future research to use meta-analysis to better 
understand interactive relations in other domains. Finally, we hope some of our findings 
about the compensatory contributions of ability and motivation will be useful to practitioners 
when they design talent management systems and interventions aimed at predicting and 
improving employee performance.

Notes
1. The main codes and values for each primary study are available from the first author upon request.
2. One of the 56 primary studies we found was a large-sample study conducted in a military training context 

(Carretta, Teachout, Ree, Barto, King, & Michaels, 2014; N = 9,396). Although the multiplicative model results 
from this study generally were consistent with the overall results from the other 55 studies, the magnitude of the 
correlations and additive effects were notably different (i.e., lower) than the average of the other studies in the data 
set. As such, this study emerged as a strong influential case in many of the analyses. Rather than reporting results 
with and without this study each time, we decided to exclude this study from the meta-analysis. 

3. To avoid the potentially confounding effects of performance dimension (task vs. contextual) and perfor-
mance measure (objective vs. subjective), we limited these analyses to subjective measures of task and contextual 
performance.

4. We found highly similar results using other measures that reflect the strength of the ability-motivation interac-
tion, such as the percentage of change in R (from the additive model to the multiplicative model) and the change in 
simple slopes.

5. The WLS regression analysis did not include organizational context, job complexity, or performance dimen-
sion because these factors were not relevant to laboratory studies. However, neither organizational context nor job 
complexity was a significant predictor of the ability-motivation interaction when we limited the analysis to field 
studies. In addition, the small number of task versus contextual performance studies prevented us from including 
this factor in multivariate analyses.
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Abstract: The purpose of this study is to investigate talent management 
practices through relevant literature, shedding more light intopractices 
prevalent in commercial banks in India and their relationship with employee 
performance and providing suggestions to banks so that the banks may use the 
best of talent management practices to make their employees perform well on 
the job. The paper opted a survey of approximately 600 bank employees 
comprising both public and private sector banks operating in haryana (India). 
The study covers six selected commercial banks in all, taking three from public 
sector namely SBI, PNB and OBC and three from the private sector, HDFC, 
ICICI and Axis Bank. We hypothesised that all the talent management practices 
significantly enhance the employee performance in both public and private 
sector banks. The results of the analysis of variance signify that the F- statistic 
value is 226.311 and is significant at the p < 0.001.  
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1 Introduction 

Different industries have defined the term Talent and Talent Management in their own 
terminology and organisations can prefer to accept their own interpretations instead  
of accepting universal or prescribed definitions. Both the terms ‘talent’ and ‘talent 
management’ are described as follows: 

Talent consists of those individuals that may make the greatest difference to 
organisational performance either by their contribution or by demonstrating highest levels 
of potential in longer-term (CIPD Factsheet, 2012). 

1.1 Talent management 

Talent management (TM) is the systematic attraction, identification, retention, 
development, engagement and deployment of those individuals who have a high potential 
and those who are of particular value to the organisation. (CIPD Factsheet, 2012) Thus, 
TM is referred to as the system of incorporating new employees, developing and 
retaining existing employees and drawing attention to highly skilled employees to work 
for an organisation. 

The concept of Talent Management that was derived from the World War II 
(Cappelli, 2008), however the strategic importance of Talent Management has been 
realised when McKinsey consultant’s group considered human resource as ‘War for 
Talent’ (Scullion and Collings, 2010). For McKinsey, talent means the best and brightest 
and most of the organisations adopted term to refer to their ‘A Level’ employees who 
rank in top 10% to 20%. Such war for talent was realised because of talent shortage, that 
becomes one of the greatest HR concerns for organisations (Makela et al., 2010). After 
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that, organisations interested in maximising productivity and effectiveness adopted 
systematic and rigorous approaches for attracting, selecting, developing and retaining 
talented key employees (Huselid et al., 2005). Thus, the origin of talent management may 
be traced with the realisation of the immense value of the human asset for organisational 
success surpassing every other resource. 

1.2 Talent management practices 

Talent Management practices are those areas that help in developing, retaining and 
utilising people with required skills and aptitude to meet the current and future business 
needs. The foundation of Talent Management is based on certain Talent Management 
practices such as: 

• workforce planning: talent strategy should be tightly aligned with business strategy 
to find out the quality and quantity of talented personnel required 

• recruitment and selection: hiring right skills is more important than developing them 

• engagement and retention: developing and implementing practices that reward and 
support employees 

• employee development: ensuring continuous informal and formal learning and 
development 

• leadership development: specific development programs for existing and future 
leaders 

• performance management: specific processes which nurture and support 
performance, including feedback/measurement 

• succession management: to develop and elevate talent over time 

• organisation culture: development of a positive, progressive and high-performance 
work environment. 

1.3 Talent management in banking industry 

The Banking sector is one of biggest service sectors in India. The Indian banking system 
comprises various public and private sector banks serving billions of indian customers 
efficiently every day. (Indian Banking Industry-Sectoral report, IBEF). In such a  
service-oriented industry, people are among most important assets. 

Various experts from the banking sector have expressed their views on Talent 
Management as follows: 

According to Chakrabarty (2011), it is the people that make an organisation achieve 
competitive advantage in this tough and competitive world and banks have to efficiently 
utilise these people as their employees during each phase starting from recruitment to 
training and development. Nonetheless, banks face confrontation that makes the 
management of right talent a difficult task for them. Such challenges comprise  
fool-proofing, low productivity and efficiency, lack of competition in the banking 
segment, an aging workforce. Also, the dynamic business environment in banks coupled 
with the impending entry of new banks is leading to immense pressure of choosing the 
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best fit from a pool of applicants and retaining the existing talent. (Dr. K.C. Chakrabarty, 
Deputy Governor of the Reserve Bank of India 2014). Given such conditions, an 
important question arises as to how can a bank tap full efficiency of every employee, 
retain and develop career aspects of talent at a reasonable cost? 

According to many experts from the banking sector, inadequate nurturing of talent is 
one of the main reason behind the talent-crisis in organisations in addition to high levels 
of employee turnover rate. It involves developing and retaining high-performers, as well 
as looking outside, if necessary, to secure right talent. The benefits of effective talent 
management may range from high employee satisfaction and low attrition rates to higher 
productivity and business continuity. Most financial institutions do realise the need for 
effective talent management to be fair. 

Many private banks like HSBC, Standard Chartered, Barclays and Goldman Sachs 
have instituted a special role in order to oversee talent management throughout the 
organisation. In 2012, in the response to its top management woes, Citigroup, had created 
its first-ever position of head of talent management to concentrate on all aspects of 
senior-level executive development while Standard Chartered has been actively focusing 
on talent management over the last few years to build leadership capacity and turn 
talented managers into true leaders. (Peter Sands, group chief executive at Standard 
Chartered in the bank’s 2006 Annual Report). It was because of such a strategic initiative 
that during the last few years, Standard Chartered bank was able to increase the 
proportion of women at senior levels and successfully increase the percentage of high 
performing, highly efficient junior and middle management employees by 26% and 37%, 
respectively. 

Padmaja Alaganandan, Executive Director of consulting firm stated that the public 
sector banks in the country face a huge test regards to talent and leadership skill 
availability. In terms of numbers, this would translate to a manpower shortfall of four to 
five lakhs. Bridging this shortfall would need focus on fast-tracking high potential talent 
which is possible by proper identification, development and retention. Thus, a bank needs 
to understand how to implement these strategies in an effective way that not only uplifts 
the performance of an individual but also of the corporate. 

2 Problem statement 

In today’s dynamics, the labour market is described by the increase in labour mobility, 
globalisation, shifting demographics, a reduced product lifecycle, an aging workforce and 
technological advancements (A report prepared by Future of work, 2012). The 
importance of talent management in organisational operations cannot be embellished.  
It has become mandatory for banking industry; private and public banks to understand the 
increasing importance of identifying, sourcing and utilising talented employees. In recent 
times, private banks are losing some of its employees to other organisations. On the other 
hand, there has been a shortage of talent in public sector banks in the last few years  
(Anil Khandelwal, chairman and managing director of Bank of Bododa, 2007) resulting 
in banks recruiting every year. Proper governance, effective leadership and guiding 
management system are required to make the work environment conducive to the 
manpower. 
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On the other hand, there has been a talent shortage in public sector banks in the last 
few years (Anil Khandelwal, chairman and managing director of Bank of Bododa, 2007) 
thus, banks are now recruiting every year. Proper governance leadership and management 
system is required to make the work environment conducive to the manpower. 

Researchers in the past have given different perspectives on the talent management 
practices. It could be analysed that, so far limited research has been done on Talent 
Management practices in relation to the banking sector in India. There are so many 
studies conducted showing the correlation between the talent management practices and 
employee performance but gap appears in the implementation of the two. The primary 
objective of the research is to bridge the gap by intensely examining this process through 
the appropriate literature, keeping bull’s eye in the relationship of talent management 
practices and performance of the employee and providing recommendations to the banks 
as to make the effective use of talent management practices to enhance the performance 
of their employees. 

3 Research questions and objectives 

The research questions are created on the basis of the problem statement. The researcher 
will answer the following listed research questions in order to achieve the research 
objectives. 

• What talent management practices exist in selected banks in India? 

• How are the identified talent management practices enhancing the employee 
performance? 

The main objectives of the study are as follows: 

• To identify the talent management practices prevalent in selected Indian banks. 

• To examine the role of identified talent management practices to enhance the 
employee performance in banks. 

4 Literature review 

Based on published research, Researcher has found Talent Management practices  
that were common in many industries were Recruitment and selection, succession 
planning, training and development, performance management, compensation, employee 
engagement, retention and organisational culture. The current literature review shows 
different linkages between these talent management practices and their relation with 
employee performance. 

Iqbal et al. (2013) recently studied the relationship between talent management 
practices and employees emotional stability in Pakistan. Wurim (2012) conducted 
research on talent management and organisational productivity. the outcome of the study 
is the implementation of proper talent management policies, processes and programs 
significantly impact on employees productivity. Talent Management also helps people to 
handle challenges as, when, and wherever they arise, rather than groom ‘high fliers’ for 
the unknown future. Applications examined under this criteria demonstrate more 
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practical and cost-effective approaches that may boost performance, cut costs, speed up 
responses, it may also reduce stress and ensure compliance (Coulson-Thomas, 2012a, 
2012b). Both people and organisations may benefit and exceptional individuals may have 
a global impact. They may be helped to become even better and to secure recognition 
they deserve. 

According to the study of Bethke et al. (2011), the focus should be more on HRD 
system before improving the talent skills of an employee in public sector. To achieve the 
business goal and generate maximum revenue for the organisation, it is important to work 
more on HRD first then HRM. Talent Management is however, a deliberate process taken 
by HR to attract employees, retain existing workforce, motivate them to work for better 
results and develop their skills with right attitude so as to accomplish current and future 
needs. Within this climate, talent management has emerged as a key strategic issue. 
Recently, substantial analysis has focused on the association between talent management 
and enhanced performance (Boudreau and Ramstad, 2007; Cappelli, 2008; Collings and 
Mellahi, 2009; Huselid et al., 2005; Ready et al., 2010). 

Caliskan (2010) acknowledged HR practices as a source of competitive advantage. 
Many researchers proved that HR practices generally have a significant and positive 
relationship with performance of employees (Delery and Doty, 1996; Guest, 2002; 
Harley, 2002; Huselid, 1995; Qureshi et al., 2006; Tessema and Soeters, 2006). 

4.1 Recruitment, Selection and Employee’s Performance 

Jovanovic (2004) found that through recruitment process you may identify the best 
candidate among all candidates. Recruitment plays an important role in the development 
of any organisation. When an organisation does an analysis of its future need they 
actually make a plan for hiring and firing employees and give rewards to productive 
employees to retain them (Costello, 2006). Organisational performance is highly 
motivated by the rewarding process of its employees (Bowen, 2000). To increase the 
employee performance in the organisation the HR department should intervene and 
improve the R&S section, modifications on the performance appraisal and potential 
appraisal to keep employees motivated. 

Performance criteria are standards for employee behaviour at work. Such criteria 
consist of much more than how an employee works. It highlights work performance of an 
employee. Employees are rated on how well they do their jobs compared with a group of 
standards determined by the employer. 

A related study by Lynch and Smith (2009) showed that recruitment and selection is 
the first step in employee evaluation process. This is linked with identification, attraction 
and selection of an appropriate applicant to meet requirements of jobs in the organisation. 
This plays an important role in the upliftment of any organisation. Alnaqbi (2011) 
showed positive impact of recruitment and selection toward performance of an employee. 
This process is important to make sure about outcomes of recruitment and selection 
process in organisation. 

Qureshi et al. (2006) stated that HRM practices are positively and significantly linked 
with the performance of employee and training and selection is a most important factor 
affecting employee performance between all others practices. 

Armstrong (2008) indicates that if recruitment and selection process is not 
compromised then the organisation is capable of procuring employees who are 
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committed to ideals of the organisation. He argues that employees who are recruited and 
selected objectively tend to be more productive. 

4.2 Training and Employee Performance 

Sultana et al. (2012) conducted a study in telecom sector of Pakistan, states R² as 0.501 
that means that 50.1% of the variation in employee performance has been brought by 
training programs. The above study argues and provides evidence that training can be an 
effective tool for talent management and enhance the employee performance. 

Training plays an important role in the development of an organisation. The market 
potential get upraised if a company has trained employees. It improves performance as 
well as increase productivity, and eventually putting companies in the best position to 
face competition and stay at the top. This means that there is a significant difference 
between organisations that train their employees and those organisations that do not 
(Becker et al., 2007). 

According to Farooq and Khan (2011), managers are trying their level best to develop 
employee’s capabilities, ultimately making good working environment within 
organisation. In fact healthy environment increases the efficiency of working employees 
in a company. For sake of capacity building managers are involved in developing the 
effective training programs for their employees to equip them with desired knowledge, 
skills and abilities to achieve organisational goals and all these training programs results 
high productivity. This struggle by top management not only improves employee 
performance but also creates a positive image of firm worldwide (Hallinger et al., 2010). 

Worker and organisation both get benefited by training programs. Training generates 
benefits for the employee it enhances knowledge, skills, abilities, competencies and 
behaviour (Benedicta, 2010). Dabale et al. (2014) says effects of training on employee’s 
performance may often encourage growth within worker and organisation itself. He 
further says that effects of training on employee performance include meeting and 
exceeding expectations, cross-training of staff, preparing employees for promotion, 
maintaining a safe environment. 

Cooke quoted that while we assess performance we take into consideration efficiency 
and effectiveness along with competitiveness and productivity. To facilitate individual 
there are specific training programs that enhances knowledge and skills of individual. 
Training not only mentally develops employee but also prepare them to make better their 
health in order to be with active mind and more productive thought for the organisation 
(David et al., 2006). 

Along with ability of mental and physical development of employees, healthy training 
not only prepares old age employees to push up their performance, but it also adds 
effective attributes to working abilities of young workers (Becci, 2006). 

Those who want to generate value in an organisation will understand need of training 
because they require proper utilisation of all resources. An organisation who want 
continuous progress or development of their employees must run these kinds of 
programs. This will help in polishing skills of employees at their workplace (Jie and 
Roger, 2006). 
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4.3 Compensation and employee performance 

Compensation is a major element to influence teachers. Ahmad and Shehzad (2011) 
conducted a study on the impact of compensation, promotion and performance evaluation 
practices on performance of university teachers of Jammu and Kashmir. Authors 
concluded that compensation has a strong and positive impact on the performance of 
university teachers of J&K. The more teachers are compensated fairly more they will 
perform better. It automatically enhances working ability. 

Compensation is one major factor that motivates employees to work or perform. 
Baloch et al. (2010) conducted his research on HRM practices to examine their 
relationship with the perceived performance of employees in private and public sector 
banks of NWFP. Compensation, promotion and performance evaluation practices were 
significantly found to be correlated with employee performance and suggested that banks 
are encouraged to pay proper attention to these three practices. 

Compensation is one factor that motivates employees to work or perform. Every 
individual work to earn for his life. Compensation would force him to work better so as 
to achieve rewards and bonus. Expectancy theory states that if the pay is linked with the 
performance of employee, employee will work hard to get a hike. Performance-based 
compensation is a technique used by firms to increase productivity. It enhance overall 
productivity of organisation. 

Tessema and Soeters (2006) says that there is a positive correlation between 
compensation practices on employee performance. A Study by Shahazad et al. (2008) 
showed that there is a direct clear relationship between compensation and performance. 
Hence productivity of employees will increase if compensation programs are fair.  
Frye (2004) mentioned that compensation has very vital importance in the organisation. 
In the organisation that is human capital, intensive compensation plays a vital role 
because skilled employees will stay with the organisation only if they are been fairly 
paid. Else competent labour will leave the organisation. 

4.4 Engagement, retention and employee performance 

Several studies observe that employee engagement initially results in greater employee 
performance, which further leads to enhanced organisational performance, in terms of 
Towers Perrin-ISR (2006) and Gallup (2006). A study by Robertson-Smith and 
Markwick (2009a) points out that engagement provides employees with an opportunity to 
invest themselves in their work and also creates a sense of self-efficacy. Research on 
consequences of employee engagement indicates that engagement may result in positive 
health and positive feelings towards work and organisation. Gallup (2006) reported 
improved health and well-being in engaged employees. Engagement may lead to 
mindfulness, intrinsic motivation, creativity, authenticity, non-defensive communication, 
ethical behaviour. Increased effort and overall a more productive and happy employee 
(Kahn, 1990, as cited in Robertson-Smith and Markwick, 2009b). Organisational 
outcomes of engagement could be customer loyalty, employee retention, employee 
productivity, advocacy of organisation, business success (Robertson-Smith and 
Markwick, 2009b) Training, employee empowerment and rewards leads to  
high-performance work practices at workplace and help retain employees (Karatepe, 
2013). Employee rewards, employee autonomy and image of company play a major role 
in employee retention and commitment in organisation (Gberevbie, 2010). 



   

 

   

   
 

   

   

 

   

   296 S. Wadhwa and R. Tripathi    
 

    
 
 

   

   
 

   

   

 

   

       
 

Employee engagement and retention lead to higher customer satisfaction and loyalty 
especially in the services (Rama Devi, 2009). Organisation’s talent management strategy 
should contribute to employee engagement, effective recruitment and retention of 
employees. This will create positive employer brand, employees will want to stay with an 
organisation that will minimise turnover (Hughes and Rog, 2008). 

4.5 Organisational culture and employee performance 

Highly collective organisations emphasise group harmony, cooperation and reward for 
enhancing employee performance (Javidan and Dastmalchian, 2009). Organisations 
Culture may play an important role in creating such an environment that enables learning 
and innovative response to challenges, competitive threats, or new opportunities. Thus, 
creating and influencing an adaptive culture is one of a manager’s most important jobs 
(Daft and Weick, 1984). 

A strong organisational culture supports adaptation and develops organisation’s 
employee performance by motivating employees toward a shared goal and objective; and 
finally shaping and channelling employees’ behaviour to that specific direction should be 
at top of operational and functional strategies (Daft and Weick, 1984). 

According to Hellriegel and Slocum (2007), organisational culture may enhance 
performance on a large scale if it may be understood that what sustains a culture. 
According to these authors culture of an organisation allows employees to be acquainted 
with both firm’s history as well as current methods of operation and this specific 
detection endows employees with guidance about expected and acceptable future 
organisational behaviours and norms. 

The employee performance would be considered as backbone organisation as it leads 
to its development effectively. The loyalty of employee relies upon knowledge and 
awareness of culture that improves behaviour of organisation (Brooks, 2006) 

4.6 Work force planning and employee performance 

When we have to relate human resource planning with employee performance, than we 
consider some of other variables like efficiency and effectiveness, employee motivation, 
job satisfaction, trust on employees (Woods and Mayer, 2005) Human resource planning 
is surrounded by three basic level practices that may increase organisational performance:  

• to increase knowledge, skills and abilities among employees 

• to enhance their empowerment by giving them employment security and organise 
some participation programs for employees 

• to give them motivation through both incentive means like giving them 
compensation and benefits, and also Information and Knowledge Management 
through internal promotion like promoting them with their job status (Liu et al., 
2007). 

Gichuhi et al. (2014), examined the role of talent management on the competitiveness of 
public universities in Kenya. Survey research design was employed. Stratified sampling 
was adopted to obtain a representative sample of the study which was made up of both 
the teaching and non-teaching staff of the Public Universities in Kenya. A questionnaire 
that employed Likert scale was used to collect data. Factor analysis revealed that all the 
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16 items used had a loading value above 0.4 as recommended hence they were all 
included in the analysis. Data analysis revealed a positive relationship R = 0.498  
(p-value < 0.05) indicating a significant linear relationship between talent management 
and competitiveness. 

Oladapo (2014) carried out a study on the impact of talent management on retention 
in Strayer University. This study sought to understand the challenges and successes of 
talent management programs and the reasons why some companies choose not to have a 
program. This study also tested the predictive power of job security, compensation, and 
opportunity on retention rates. Findings revealed that for the organisations sampled with 
a talent management program (69% of those studied), participants overwhelmingly 
recognised the strategic value of an effective talent management program despite 
significant challenges to implementation. Participants cited opportunity for job 
advancement as the most significant factor affecting retention rate. For the organisations 
sampled without a talent management program (the remaining 31% of those studied), 
indicated the absence of executive management support. The study further revealed that 
job security, compensation, and opportunity for advancement were not found to have 
predictive value for employee retention rates. Though data confirmed Lockwood’s 
findings that although pay and benefits initially attract employees, it is not the primary 
reason given for retaining them. 

Wuim-Pam (2014) investigated the impact of effective talent management on 
employee core competencies at Plateau State University, Bokkos. Using a non-empirical 
approach, the result revealed that the skills, knowledge, and abilities of employees impact 
job descriptions and performance management. The study concluded that tying core 
competencies with talent management is a win-win proposition as it provides 
organisations with a means of upgrading and retaining their valuable workforce.  
Wuim-Pam (2014) therefore recommends the creation of a unique competency models 
where this skill is lacking within the organisation itself and identification and possession 
of high-performing behaviours. 

Wandia (2013) carried out a study on talent management in Kenya Nairobi at 
Symphony Ltd. and articulated that managing talents is a source of competitive 
advantage. The study adopted a case study research design to fulfil the objective of the 
study and the results were expected to provide an insight in understanding how the 
organisation uses its dynamic capabilities as a strategic tool. The researcher interviewed 
seven senior managers at Symphony who were involved in the strategic process of 
managing organisational talent. The data were collected through the use of the interview 
guide and content analysis was used to analyse the data. The study revealed that choice of 
talent management strategy massively affects firms’ financial performance as can be 
reflected on increased sales revenue, increased productivity and increased market share. 
The study recommended that firms consider business models that invest in talent 
management and appropriately harness and leverage on intangible assets in the firm to 
attain competitive advantage. 

Haghparast et al. (2012) equally executed a similar study on talent management. The 
study sought to determine the relationship between element of talent management and 
organisational success in the Department of Youth and Sport in West Azerbaijan 
Province. Results showed that between the elements of talent management (r = 0.430) 
and talent management practices (r = 0.287), and organisational assessment (r = 0.346) 
and motivational factors (r = 0.576), and organisational success is a significant 
relationship, but the organisational talent identification (r = 0.115) and organisational 
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performance (r = 0.095) and organisational planning (r = 0.162) was not significantly 
associated with organisational success. 

Pam (2012) critically evaluated the impact of talent management on employee 
productivity in the Nigerian public sector. A hypothesis in line with the objective was 
drawn and tested based on data generated through a questionnaire. The survey 
investigation method was used in collecting data for the study from a sample of 349 top, 
middle and lower level management staff of five public sector organisations in Nigeria. 
The Kruskal-Wallis test statistic was used to analyse the data. The findings indicated that 
the implementation of proper talent management processes significantly impacts 
employee productivity. It was thus concluded that talent management practices in Nigeria 
public organisations (where they exist), significantly impact on employee productivity. 
The study recommended that all actors in talent management should be educated and 
trained in scientific methods of managing organisational talents. 

An exploratory study by Doherty (2010) assessed employee engagement and how to 
attract and retain the best talents. In the study, Rabo bank International was assessed 
covering over 340 offices in over 40 countries worldwide because Rabo bank was finding 
it difficult to consistently manage the performance of its employees to the same standards 
globally. The study recommended that organisations should be focused on people rather 
than on processes to save the organisations unnecessary spending of money on 
recruitment and training. The study revealed that job security, compensation, and 
opportunity for advancement were not found to have predictive value for employee 
retention rates. Though data confirmed Lockwood’s findings that although pay and 
benefits initially attract employees, it is not the primary reason given for retaining them. 

Based on previously mentioned studies it may be safely assumed that published 
theoretical aspects of research generally report a positive relationship between greater 
adoption of Talent management practices and employee performance. 

This brings us to the main research hypothesis of this paper. 

H1: Talent Management practices significantly enhance the Employee Performance. 

H2: There is a significant correlation between identified Talent Management 
practices on Employee Performance for selected Indian public and private sector 
banks. 

5 Methodology 

The quantitative type of research is applied by using the self administered questionnaire, 
testing on a population of bank employees to find out the performance of their employees 
as a result of talent management practices used by the banks. Information was collected 
from a sample size of 600 respondents as per the requirement of the research out of which 
550 samples were taken into study. Sampling frame of six banks was prepared 
comprising of three public sector banks and three private sector banks from the Haryana 
state, listed as State Bank of India, Punjab National Bank, OBC Bank among public 
sector banks and HDFC Bank, ICICI Bank, and AXIS Bank among private sector banks. 
The survey was personally administered to know the relation among Talent management 
practices and employee performance. 

After gathering the data, returned questionnaires are coded and data entered into 
SPSS, for the purpose of analysing and tabularising the data descriptively. 
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The present work is exploratory and descriptive in nature. The study is done in such a 
way that the data collected only once over a period of months, in order to get the answer 
to the research question. Therefore, this study is one shot or cross-sectional. An outline of 
the operational design is presented in Table 1. 

Table 2 represents the division of the entire population into subgroups or strata. In 
this kind of probability sampling, the researcher divides the population, and the final 
subjects are randomly selected from the different strata. This kind of sampling technique 
ensures the presence of all groups within the sample, thus considered to be very useful for 
such studies. Here, the area of sampling comprises of all four divisions of Haryana state: 
Ambala, Gurgaon, Hisar and Rohtak and the two stratums i.e. private sector banks and 
public sector have been taken with 275 population size in each stratum. The different 
banks, i.e., HDFC, ICICI, Axis (private banks) and SBI, PNB, OBC (public banks) are 
considered as substratums.  

Table 1 Research design: the survey design was used to achieve the research 

1 Type of investigation Descriptive study 
2 Study method Survey through self-administered questionnaire and open-end 

questions 
3 Unit of analysis Public and private banks of Haryana State of India 
4 Research design Cross-sectional 
5 Sampling frame SBI, PNB, OBC and HDFC, ICICI and Axis Bank  
6 Target population Junior/Middle-level employees 
7 Sample size 550 
8 Sampling technique Stage 1 – Convenience sampling 

Stage 2 – Stratified random sampling  

Table 2 Stratified random sampling 

Stratum Private sector banks  Public sector banks 
Population size 275  275 
Banks HDFC Axis ICICI  SBI PNB OBC 
Sample size 102 79 94  118 88 69 

6 Data analysis and results 

The statistical analysis was carried out with the help of the SPSS (SPSS version 20).  
The analysis of data involved mainly following stages: 

i Descriptive analysis was done. Measures such as mean, maximum-minimum value, 
weighted mean and standard deviation were calculated. 

ii Cronbach alpha coefficients and inter-item correlations were used to assess the 
internal consistency of the measuring instruments (Clark and Watson, 1995).  
The Cronbach’s Alpha value of the used scale was found 0.834 on 34 items. As per 
contemporary researcher in the researches, Cronbach’s Alpha value 0.6 or more than 
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0.6 is acceptable and the research tool is reliable. In our research, the reliability is 
found 0.834 which is more than 0.6, so, it may be said that the research tool is 
reliable and valid. 

iii Multiple linear regression was conducted to determine the separate and collective 
contributions of each of the specified independent variables (talent management 
practices) to the variations of a dependent variable (employee performance). This is 
one of the most commonly used multivariate procedures in the social sciences, and is 
used to build models for explaining and predicting scores on the dependent variable 
from scores on a number of other independent variables (Terre Blanche and 
Durrheim, 1999). A cut-off point of p < 0.05 was set for the interpretation of  
the statistical significance of the results. 

Descriptive statistics were computed to examine demographic and professional 
characteristics of the 550 respondents. The statistical software SPSS 21.0 was used for 
the descriptive statistics. Demographic characteristics of the respondents are presented in 
Table 3. 

Table 3 Descriptive statistics 

Descriptive statistics 
 N Minimum Maximum Mean Std. deviation 
PM1 550 1 5 4.36 0.676 
PM2 550 1 5 4.31 0.692 
PM3 550 1 5 3.56 0.719 
PM4 550 1 5 3.33 0.939 
PM5 550 1 5 4.26 0.617 
RS1 550 1 5 3.92 0.737 
RS2 550 1 5 3.94 0.879 
RS3 550 1 5 4.10 0.730 
RS4 550 1 5 3.53 0.848 
CM1 550 1 5 4.05 0.693 
CM2 550 1 5 3.46 0.856 
CM3 550 1 5 4.04 0.738 
CM4 550 1 5 3.47 0.948 
TD1 550 1 5 3.89 0.749 
TD2 550 1 5 3.76 0.767 
TD3 550 1 5 3.58 0.921 
ER1 550 1 5 3.46 0.792 
ER2 550 1 5 3.52 0.811 
ER3 550 1 5 3.61 0.700 
ER4 550 1 5 3.60 0.889 

 
 
 



   

 

   

   
 

   

   

 

   

    Driving employee performance through talent management 301    
 

    
 
 

   

   
 

   

   

 

   

       
 

Table 3 Descriptive statistics (continued) 

Descriptive statistics 
 N Minimum Maximum Mean Std. deviation 

ER5 550 1 5 4.01 0.623 
ER6 550 1 5 3.93 0.731 
EP1 550 1 5 4.08 0.687 
EP2 550 1 5 3.55 0.860 
EP3 550 1 5 3.97 0.592 
EP4 550 1 5 3.54 0.699 
EP5 550 1 5 3.95 0.716 
EP6 550 1 5 3.52 0.932 
EP7 550 1 5 4.01 0.793 
EP8 550 1 5 3.46 0.804 
EP9 550 1 5 4.27 0.664 
EP10 550 1 5 3.55 0.891 
EP11 550 1 5 3.80 0.800 
EP12 549 1 5 3.53 0.868 
Valid N (listwise) 549     

Table 4 represents the composite mean and standard deviation of all independent and 
dependent variables. 

Table 4 Descriptive statistics 

 Mean Std. deviation N 

EP 3.83 0.432 550 
PM 3.94 0.490 550 
RS 3.99 0.533 550 
CM 3.91 0.477 550 
TD 3.77 0.576 550 
ER 3.80 0.438 550 

Table 5 represents the reliability statistics which is considered high, with the Cronbach 
alpha value of 0.834, which is greater than the acceptable value of 0.6 recommended by 
Hair et al. (2010). 

Table 6 provides the summary of all the inter-construct correlations. 

Table 5 Reliability statistics 

Cronbach’s alpha No. of items 

0.834 34 
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Table 6 Correlations 

Correlations 
 EP PM RS CM TD ER 

Pearson correlation EP 1.000 0.508 0.450 0.397 0.363 0.627 
PM 0.508 1.000 0.472 0.385 0.276 0.392 
RS 0.450 0.472 1.000 0.189 0.229 0.350 
CM 0.397 0.385 0.189 1.000 0.368 0.284 
TD 0.363 0.276 0.229 0.368 1.000 0.378 
ER 0.627 0.392 0.350 0.284 0.378 1.000 

Sig. (1-tailed) EP – 0.000 0.000 0.011 0.000 0.000 
PM 0.000 – 0.000 0.000 0.000 0.000 
RS 0.000 0.000 – 0.000 0.000 0.000 
CM 0.011 0.000 0.000 – 0.000 0.024 
TD 0.000 0.000 0.000 0.000 – 0.000 
ER 0.000 0.000 0.000 0.024 0.000 – 

N EP 550 550 550 550 550 550 
PM 550 550 550 550 550 550 
RS 550 550 550 550 550 550 
CM 550 550 550 550 550 550 
TD 550 550 550 550 550 550 
ER 550 550 550 550 550 550 

Table 7 represents the results of multiple regression analysis and ANOVA respectively. 
Table 8 represents the summary of regression model showing the value of R square 

and adjusted Rsquare as 0.641. 

This section contains the results of the study. 

Hypothesis 1: Talent management practices significantly enhance the employee 
performance. 

The results of the analysis of variance signifies that the F-statistic value is 226.311 and is 
significant at the p < 0.001. The coefficient of determination (R-Squared) is found to be 
0.676, i.e., 67.6%, which is above the minimum criteria of 30% (Hair et al., 2010). The 
standardised regression coefficients of each of the respective independent variable are 
compared with the each other, due to their standardised nature. The latent construct 
compensation management (B = 0.423437, SE = 0.0251, t-value = 16.80972, p < 0.001) 
tend to have more impact towards employee performance followed by training and 
development (B = 0.23, SE = 0.024, t-value = 9.609, p < 0.001) and performance 
management (B = 0.22, SE = 0.035, t-value = 6.35, p < 0.001). 

Hypothesis 2: There is a significant correlation between identified Talent 
management practices on employee performance for selected Indian public and 
private sector banks. 
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Table 7 Multiple regression analysis 

Summary output  
Regression statistics 
Multiple R 0.803249 
R square 0.645209 
Adjusted R square 0.641948 
Standard error 0.249132 
Observations 550 
ANOVA     
 Df SS MS F 
Regression 5 61.40271458 12.28054 197.8597336 
Residual 544 33.76440079 0.062067  
Total 549 95.16711537   
 Coefficients Standard error t-stat. P-value 
Intercept 0.250493 0.136166293 1.839608 0.066370538 
PM 0.226516 0.035660774 6.351976 4.49315E-10 
RS 0.171368 0.032726422 5.236379 2.3438E-07 
CM 0.003437 0.025197273 0.136408 0.891549061 
TD 0.032168 0.024160267 1.33146 0.183595208 
ER 0.49389 0.033346641 14.81077 6.0734E-42 

Table 9 shows that the output of the ANOVA analysis and whether there is a statistically 
significant difference between our group means. We can see that the significance value is 
0.000, which is below 0.05 and, therefore, there is a statistically significant difference 
public and private sector banks with respect to the talent management practices. Since, 
there are only two groups are involved as part of the analysis, there is no need to undergo 
any post hoc analysis such as Tukey Krammer test. 

Table 8 Model summaryb 

Model R 
R 

square 
Adjusted 
R square 

Std. error of 
the estimate 

Change statistics 

Durbin-
Watson 

R square 
change F change df1 df2 

Sig. F 
change 

1 0.803a 0.645 0.641 0.249 0.649 113.071 5 544 0.000 1.629 
aPredictors: (Constant), ER, CM, RS, TD, PM. 
bDependent variable: EP. 

Table 9 ANOVA table 

Model Sum of squares Df Mean square F Sig. 

1 Regression 52.283 5 10.457 113.071 0.000a 
Residual 50.308 544 0.092   
Total 102.591 549    

aPredictors: (Constant), ER, CM, RS, TD, PM. 
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Performance management activities performed by both the public sector and private 
sector have a significant influence on employee performance (B = 0.22, SE = 0.035,  
t-value = 6.35, p < 0.001). 

Recruitment and selection activities performed by both the public sector and private 
sector have a significant influence on employee performance (B = 0.171, SE = 0.0327,  
t-value = 5.236379, p < 0.001). 

Compensation management activities performed by both the public sector and  
private sector have a significant influence on employee performance (B = 0.423437,  
SE = 0.0251, t-value = 16.80972, p < 0.001). 

Training and Development activities performed by both the public sector and private 
sector have a significant influence on employee performance (B = 0.23, SE = 0.024,  
t-value = 9.609, p < 0.001). 

Employee Engagement and Retention activities performed by both the public sector and 
private sector have a significant influence on employee performance (B = 0.149389, 
SE = 0.033346641, t-value = 4.5151, p < 0.001). 

Based on the statistics developed from the result of the survey, it has been observed that 
the Talent management practices enhance the employee performance in both the public 
and private sector banks in India. Getting talent management right means think less about 
talent problems and more about employment opportunities. Specific areas of talent 
management have been identified in existing research that could add the most value to 
employees and organisation as well. 

7 Findings and discussion 

The proposed research model shows the empirical effect of talent management practices 
on employee performance significantly. The model also represents the standardised beta 
coefficients along with the coefficient of determination (R-squared). This model is 
applicable to both public and private sector banks. 

8 Conclusion 

This study found that there is an existence of a strong relationship between talent 
management practices and employee performance at bank. 

From the findings of the study it can be concluded that the explanatory factor 
compensation management tend to have more impact towards employee performance 
followed by performance management and training and development. The study 
established that attractive compensation packages motivated the employees of both public 
and private sector banks in India. Therefore, bank needs to develop the talent by 
providing high salary, motivating them through various performance management and 
development programs which directly influence the employee performance. 

To conclude, examination of literature and statistics developed from the result of 
survey on this topic offers guidance in how these talent management practices affects 
employees and business and benefits of talent management practices will drive true 
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employee success. Also, it is concluded that talent management is a key determinant of 
business success and a competitive resource forcing organisations to reexamine how they 
manage the great potentials of top performers. 

9 Recommendation 

Sequel to the conclusion, this study recommends the following: 

In private sector banking organisations: Young Talent is dynamic; but they need good 
opportunities to explore themselves. Organisations should focus more on potential of the 
employees, for practising effective Talent Management. There should be fast track route 
available for talented candidates so that they can pursue their carrier goal. There should 
be an unbiased, reliable way to identify talented employees and also programs should be 
conducted for retaining those employees. Strength of the employee should be identified 
so that it can be used efficiently. There should be a clear-cut talent strategy in an 
organisation, which is to identify high potentials to develop. Also a congenial work 
environment should be maintained to constantly motivate talent holders to retain them. 

In public sector banking organisations: Care should be taken for candidates skills during 
recruitment, it should not be based only on entrance exams. Competition should be 
created between employees and rewards should be given for extra talent. Job rotation and 
promotion should be given on the basis of performance. The equal platform should be 
provided for all candidates to perform and encourage career growth for the potential. 
Talent management initiatives should be more. 

The competitive model for talent management remains prevalent for much of the public 
sector. It is questionable whether this model will be robust enough in the face of the  
ever-intensifying struggle for talent. Organisations wishing to develop their talent 
management approaches might do well to consider adopting other perspectives that are 
based on a more structured approach to spotting and developing talent. 

Talent management approaches need to be built around a clear, coherent model of 
leadership. The research reveals that talent management will work only when managers 
have a shared understanding about what it means to be effective from employee and 
employer perspective. 
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Annexure 

Questionnaire 

Role of talent management practices in enhancing employee performance - 
A comparative study of public and private sector banks in Haryana 

Dear All, 

This questionnaire is designed to collect information about how the banking industry is 
identifying and managing talent for enhancing employee performance. 

I would request for your sincere and honest support to achieve the objective of this study. 
The information provided here would be used for academic purpose only. 

Name 
Age (in years) 
Total work experience  
Designation 
Highest educational qualification 
Name and address of the bank 

Definition: Talent management is the systematic attraction, identification, development, 
engagement, retention and deployment of those individuals with high potential and who 
are of particular value to an organisation. 

Talent management practices helps in developing, retaining and utilising people with 
the required skills and aptitude to meet current and future needs, i.e., workforce planning, 
recruitment and selection, engagement and retention, employee development, leadership 
development, performance management, succession management and organisation 
culture. 
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(A) The following statements focus on common Talent Management practices 
prevalent in Indian banks. Please mark your level of agreement for each of the 
statement: 

5 – Strongly agree 

4 – Agree 

3 – Neither agree nor disagree 

2 – Disagree 

1 – Strongly disagree 

 

Strongly 
agree 

5 
Agree

4 
Undecided

3 
Disagree 

2 

Strongly 
disagree 

1 
I. Performance management 
1. The bank has an effective appraisal 

system in place. 
     

2. Employees receive transparent 
feedback on their performance. 

     

3. Employees have autonomy over the 
way they perform work. 

     

4. The bank has a system to identify 
employees training and development 
needs. 

     

5. The performance management system 
of the bank has helped employees to 
achieve their goals. 

     

II. Recruitment and selection 
6. The bank has an effective recruitment 

and selection process in place. 
     

7. The bank fills vacant positions from 
internal and external sources. 

     

8. The job roles and responsibilities are 
clearly defined to employees. 

     

9. Employees feel that bank has a 
transparent selection process to 
identify talent. 

     

III. Compensation management 
10. Employees feel that compensation 

packages are competitive in bank 
     

11. Employees receive adequate salary 
comparable to the efforts required to 
fulfil their job responsibilities 

     

12. The Bank offers annual performance 
bonus (APB) and performance linked 
incentives (PLI) to employees 

     

13. Salary package is based on 
employee’s competency and 
experience. 
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(A) The following statements focus on common Talent Management practices 
prevalent in Indian banks. Please mark your level of agreement for each of the 
statement: 

5 – Strongly agree 

4 – Agree 

3 – Neither agree nor disagree 

2 – Disagree 

1 – Strongly disagree 

 

Strongly 
agree 

5 
Agree

4 
Undecided

3 
Disagree 

2 

Strongly 
disagree 

1 
IV. Training and development  
14. The bank conducts effective training 

and development programs on a 
regular basis. 

     

15. The bank provides ample career 
growth and development 
opportunities. 

     

16. Supervisor gets into one-to-one 
discussion with employees in order to 
improve their knowledge, skills and 
performance. 

     

V. Employee engagement and retention 

17. The bank has effective policies and 
programs to retain employees and 
keep them motivated. 

     

18. The bank provides a good, 
comfortable and safe working 
environment. 

     

19. Employees are able to maintain  
work-life balance in their job. 

     

20. Employees are encouraged to get 
involved in all functional areas of 
bank. 

     

21. Employees have job security at bank.      
22. Employees work is often recognised 

and praised by their superiors. 
     

 
 
 
 
 
 
 



   

 

   

   
 

   

   

 

   

   312 S. Wadhwa and R. Tripathi    
 

    
 
 

   

   
 

   

   

 

   

       
 

(B). Please indicate the extent to which you perceive your performance in the bank. 

5 – Strongly agree 

4 – Agree 

3 – Neither agree nor disagree 

2 – Disagree 

1 – Strongly disagree 

 

Strongly 
agree 

5 
Agree

4 
Undecided

3 
Disagree 

2 

Strongly 
disagree 

1 
1. Employees are regular to their job.      
2. Employees arrive for work on time.      
3. Employees are able to meet deadlines 

while accomplishing the tasks. 
     

4. Employees are able to handle bank 
resources very efficiently. 

     

5. Employees take initiatives in their job 
as required. 

     

6. Employees consult with their 
supervisors and colleagues when 
required. 

     

7. Employees are able to work without 
supervision when required. 

     

8. Employees are able to work in teams      
9. Employees are able to provide 

effective customer service. 
     

10. Employees are able to plan their work 
to give desired results. 

     

11. Employees are responsible for their 
performance. 

     

12. The supervisor is satisfied with the 
employees performance. 
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Interview Questions 

Ques.1. What difficulties do you face while implementing Talent Management practices 
in Organization? 

………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
……………………………………………… 

Ques.2. Do these Talent management practices actually helps employees to perform 
during the Job? 

………………………………………………………………………………………………
………………………………………………………………………………………………
……………………………… 

………………………………………………………………………………………………
……………… 

Ques.3 In your own perspective, how do you think TM practices can be best design to 
effectively motivate employees for effective performance. 

………………………………………………………………………………………………
………………………………………………………………………………………………
……………………………...………………………………………………………………
……………………………………………….. 

Ques.4. Mention any other dimension of Talent management, which is not described here 
but helps employees in performing better? 

………………………………………………………………………………………………
………………………………………………………………………………………………
……………………………………………………………………. 

……………Thanks……………. 
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Abstract
Purpose – The purpose of this paper is to identify talent segments within the millennial generation based on
performance and intention to stay and differentiate them in terms of their expectations. Based on results,
the paper proposes a customized approach to talent management.
Design/methodology/approach – The paper uses a mixed methodology, including 11 exploratory focus
group discussions, followed by a survey involving 1,065 employees from nine information technology and
business process management companies.
Findings – The paper creates a framework of talent segments (performing loyals, performing movers,
developing loyals and developing movers) that have different values for the organization. Significant
differences are observed in their PC expectations from the manager, PC expectations related to career growth
and development and PC expectations related to job and work environment.
Research limitations/implications – Researchers faced constraints in obtaining actual performance data
from the organizations; therefore, a self-perception report of performance was used.
Practical implications – Organizations’ talent-management strategy must acknowledge and understand
the differences in PC expectations of talent segments and offer tailored TM programs for maximum impact.
Social implications – The paper challenges the old assumption of a uniform psychological contract (PC)
that has guided the talent management strategy. Every talent segment has value and must be viewed on
continuum rather than a binary construct of “Talent or no talent.”
Originality/value – This is one of the few studies which explores how the perception of PC expectations
differs between talent segments. It contributes to literature on talent segments, PC and the millennial generation.
Keywords Expectations, Psychological contract, Millennial generation, Talent segments
Paper type Research paper

Introduction
Globally, competition has intensified for talent, and organizations face unprecedented
challenges in managing employee performance and retention. High performing and high
engaging employees with an aspiration to succeed in important positions constitute talent
(Naim and Lenka, 2017b). Given the limited resources, it is important that organizations
segment their workforce and deploy resources to develop their most critical employees
(Seopa et al., 2015). Such strategy to attract, develop and retain talent will enable
organizations gain competitive advantage (Philips, 2008).

With a worldwide demand for its services, the technology (IT) and business process
management (BPM) industry is fast growing. In 2017, with an 8 percent growth rate, its
revenues stood at US $154 billion. It is the largest private employer in India generating
indirect employment for 10 million employees. Challenging jobs make this industry attractive
to youngsters. With an average age of 27 years, it is their largest employer (NASSCOM, 2015,
2016, 2017). To deliver performance and sustain its growth, this industry needs a continuous
supply of high performing and loyal employees. The average voluntary employee attrition for
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2017–2018 ranged between 14.6 and 15.1 percent (KPMG, 2018). Development and retention of
talent is a major challenge in the IT industry. Understanding needs of talent in this sector to
make it sustainable is important.

Millennials makes up 25 percent of the global population and 50 percent of the Indian
population (Amaria, 2015; Catalyst, 2017; Worldometers, n.d.). Although there is no general
agreement on the name of the generations and their years of birth, this study defines them
as born between 1980 and 2000 using framework espoused by Erickson (2008). Gen Y is
global, virtual, very diverse and has different expectations (Chen and Choi, 2008; Hess and
Jespen, 2009; Smola and Sutton, 2002; Tulgan, 2004; Zeeshan and Iram, 2012). Their
psychological contract (PC) reveals significant interest in training, development, and career
advancement. Senior leadership face challenges in meeting their expectations
and retaining them (Nathwani and Alves, 2007) and more engaging TM programs are
needed (Festing and Schafer, 2014). Millennials have been mostly studied at college level
and their professional life needs to be well understood to forge a strong employment
relationship (Eisner, 2005; Martin, 2005; Dries et al., 2008; Josiam et al., 2009). Their
increasing representation in the workforce has led to an immediate need to design talent
management strategies keeping their needs, preferences (Naim and Lenka, 2018) and PC.
Generations vary across countries. There are inadequate studies on Gen Y in India, and
there is a need to study them in their cultural context (Deal et al., 2010; Rajput et al., 2013;
Saxena and Jain, 2012; Mamtha and Nandini, 2013). Based on this rationale, the study
focuses on millennials and their talent segments in India.

PC is the implicit contract between the individual and their organization, which specifies
what each expects to give and receive (Kotter, 1973). PC is important in understanding the
employment relationship. When organizations are unable to fulfill employees’ expectations, it
impacts their performance, attendance, productivity, in-role duties, loyalty and intention to
stay (Bal et al., 2010; Bunderson, 2001; Chrobot-Mason, 2003; Johnson and O’Leary-Kelly, 2003;
Lester et al., 2002; Robinson, 1996; Robinson and Rousseau, 1994; Rousseau, 1995; Zhao et al.,
2007). Fulfilling PC promotes innovative behavior, loyalty, obedience and greater participation
among IT professionals (Newton et al., 2008). Better talent management and retention
strategies must focus on strengthening the PC expectations of employees (Bhatnagar, 2007)
and HR must regularly assess changes in it (Aggarwal and Bhargava, 2009).

The current study is grounded on the tenets of PC. Overall there is limited research done
on PC (Shore and Tetrick, 1994) PC across different cultures (Roehling et al., 2000;
Kelley-Patterson and George, 2002) and PC of the millennial generation after their college
(Lester and Kickul, 2001). The study answers the call of researchers to examine the
differences in the PC obligations of employees identified as talent and non-talent pools
(Al Ariss et al., 2014). This study is highly pertinent in addressing issues of talent crunch
and high employee turnover in the IT-BPM industry. An important contribution of this
paper is the creation of a talent segment framework using high-low performance and
high-low intention to stay dimensions. It is the first of its kind to assess differences in PC
expectations between talent segments. The literature is presented on talent segments,
millennials, PC, which form an integral part of the current research.

Talent segments
Workforce differentiation helps leverage human capital. Talent reviews can be used to fill
strategic jobs with high performing talent and develop high-potential employees.
Organizations must understand the value of various talent segments, recognize their
diverse contributions and offer differentiated HRM (Becker et al., 2009; Boudreau and
Ramstad, 2005; Collings and Mellahi, 2009; Huselid and Becker, 2011; Kumar et al., 2015;
Ruse and Jansen, 2008; Yarnall, 2011). The underlying assumption of a talent management
strategy is that talent is not equal. Companies disproportionately invest their resources on
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the “A” players (Eyring, 2014). While there is enough literature on talent management, there
is not enough research on talent segmentation (Kumar et al., 2015). There is debate whether
talent is inclusive or exclusive (Tansley, 2011). When talent management includes all
employees (Silzer and Dowell, 2010), it guarantees egalitarian distribution of resources and
avoids a drop in the morale of loyal employees who are not considered “superstars”
(Groysberg et al., 2004). Talent management has to move beyond the “either a star or not
important” binary viewpoint.

Employees are segmented based on their leadership, technical expertise, strategic role,
past performance and potential (Festing and Schafer, 2014; Huselid and Becker, 2011;
Swailes and Blackburn, 2016). Segments of young workers, women and old workers can be
created based on demographics (Linkow, 2006). Roles can create strategic, core, requisite
and non-core talent segments. The talent gaps are prioritized and closed for strategic roles
and core roles to gain strategic advantage and consistently deliver quality products and
services. Alternative staffing strategies and technology reduces costs in requisite roles to
maintain quality and consistency. Talent is shed in non-core roles which are no longer
strategically aligned to the company. Core segments can also be created on the business
value and competitive advantage. While executives are critical to delivering the business
strategy, the future leaders are high-potential business innovators. Global leaders are found
in critical local talent markets like China, India, Brazil and the Middle East. The thought
leaders are key technology influencers and domain experts are critical in the business
segments. This talent segmentation allows for tailoring the learning and development
programs to harness the strength of each segment (Manis, 2010).

The construct of talent is like an “object,”with reference to features like capacity, capability,
performance, commitment and contribution amongmany others (Gallardo-Gallardo et al., 2013).
On similar lines, this study takes performance and commitment (connoted here as the intention
to stay) feature to understand talent value. It creates a framework and classifies four talent
segments with differential value. This talent segmentation is more relevant for countries like
India, where turnover rates are high, and the IT industry, where talent development and
retention is a challenge (Naim and Lenka, 2017b).

Indian millennials
Given India’s unique socio-cultural and economic context, there is a need to define and
understand the generations in the Indian context (Srinivasan, 2012). Rajesh and Ekambaram
(2014) classified Indian generations as Veterans (1920–1945); Free-Gens (1945–1960), Gen Xs
(1961–1970), E-Gens (1971–1980) and Gen Y (1981–1990). Every generation in India has
diverse work values, which poses a challenge. Veterans are very loyal and baby boomers
respect authority and hierarchy at work. Gen X has global orientation, multi-tasking skills and
prefers opportunities at workplace. Millennials are quick learners, question every rule, are not
interested in corporate hierarchy and desire valuable work and recognition. Managers need to
understand expectations of each generation to prevent conflicts, improve work efficiency
(Rajput et al., 2013) and to motivate and retain them (Zeeshan and Iram, 2012).

The Indian millennials constitute 26 percent of the total workforce. Kargil war, Pokhran
tests, liberalization, high-speed internet connectivity, social networks and smart phones
have influenced them. They exhibit collective action, optimism, tenacity, techno-brilliance,
resilience, need for supervision and structure (Rajesh and Ekambaram, 2014). This young
generation is flexible, mobile, collaborative and socially networked. They prefer work in
urban location with good commercial facilities. They expect opportunities to learn and
develop new skills, technology and individualized long-term career development plans.
They prefer high salary and perks, meaningful work, job responsibility, flexibility, work-life
balance, friendly work environment, open communication, regular feedback and
opportunities to volunteer for social causes. Health check facilities, nutritionist services
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and employee well-being are important to them. Company name and reputation, job
security and international exposure are the most important expectations in the IT industry.
These high and volatile expectations pose a challenge in their retention (Chincholikar, 2012;
Mamtha and Nandini, 2013; Saxena and Jain, 2012; Zeeshan and Iram, 2012).

PC expectations
The PC is the implicit contract between the individual and his/her organization that specifies
what each expects to give and receive (Kotter, 1973). It is the individual’s beliefs of what one
owes to the employer, in the form of hard work, loyalty, and sacrifices, in return for high pay
and job security (Rousseau, 1990). Over the years, there is an emergence of a new PC
characterized by continuous change, no job guarantees and rewards based on the employee’s
contribution (Naim and Lenka, 2017a; Sparrow, 1996). The PC expectations of employees
differ based on their hierarchy. While managers prefer promotions, good pay is important to
supervisors (Atkinson and Cuthbert 2006). The public sector employees value fair supervision,
enough resources to do the job and higher job security. Private sector employees
prefer flexible work schedules and involvement with decision related to self (Bellou, 2007).
Gender, age, hierarchy, union membership and length of employment create differences in the
PC (Krivokapic-Skoko et al., 2009). The ambitious employees expect promotions and growth,
the stagnated employees look outside for a job change and the passive ones seek a job change
within. While the guidance seekers expect career planning support, others employees expect
more salary to compensate for the future uncertainty. Millennial generation is one of the most
diverse generation and one cannot assume they will have similar expectations. Diverse
expectations create diverse PCs. Organization need to be sensitive to these variations and
uniform HR practices could fail in the new times (Atkinson and Cuthbert, 2006; Bellou, 2007;
Freese and Schalk, 1996; Krivokapic-Skoko et al., 2009; Sparrow, 1996). Very few studies have
tried to study diversity in PC expectations. The current study answers these calls and
assesses them across different talent segments.

Hypotheses formulation. PC expectations when put through factor analysis converge into
supervision, overall job content and pay (Sutton and Griffin, 2004). An academic study
revealed eight factors fair treatment in promotion, staff development and support, good
management and leadership, academic life, fairness and equity, appropriate remuneration,
rewarding performance and good workplace relations (Krivokapic-Skoko et al., 2009).
An Indian research classified PC expectations into growth and developmental opportunities,
supportive work culture, salary and benefits and resource availability (Aggarwal and
Bhargava, 2009). It is important to understand how the PC expectations of the millennial
generation can be summarized. Based on the above support from literature,
we propose that:

H1. PC expectations of millennials have significant dimensions.

A transactional contract is based on the belief that people will change employers many
times during their lifetime. There is limited involvement in the job with a close-ended
time-frame of two to three years. There is little flexibility in the contract and changes lead to
renegotiation. This contract is characterized by high pay, career advancement and
merit pay in exchange for hard work (Rousseau, 1990, 1995). It is more likely that high
performing employees may expect these things from their employers more than low
performers. We thus propose that:

H2. PC expectations differ significantly between high and low performing millennials.

The focus of the relational contract is emotional involvement along with economic exchange.
There is commitment to personal support for family and development of the person.
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There is job security for loyalty and a minimum length of stay (Rousseau, 1990, 1995).
Interesting work, caring HR policies, job rotation and involvement of the family reduce
employee turnover in the IT industry (Lacity et al., 2008). Organizational commitment among
Gen Y is mainly created by good management, good physical and social environment,
developmental opportunity and enriched job (Sathyakumar and Ramakrishnan, 2013).
Clarity of organizational goals, autonomy, compensation, rewards, opportunities for
development, and adaptation to organizational culture all predict an employee’s intention to
stay. Such expectations would form the PC of an employee with a high intention to stay
(Ghosh et al., 2013). Thus, it is proposed that:

H3. PC expectations differ significantly between high- and low-intention-to-stay millennials.

There are significant differences between those who are perceived they have been identified
as talent and those who have not. Those who have been identified as talent have more
commitment to increasing performance demands and building competencies that are
valuable to the employer. They actively support the strategic priorities, identify with
the unit and have low turnover intent than the non-talent segment (Björkman et al., 2013).
When employees become a part of the valued talent segment, their PC expectations change
and their attitude becomes more positive. Employees outside the pool find low support,
feel their voices are unheard and report unfairness. More research is needed to explore how
PC expectations differ between different talent segments (Hoglund, 2012; King, 2016;
Swailes and Blackburn, 2016).

We thus propose that:

H4. PC expectations between millennials differ significantly across various employee
talent segments.

Top management, HR managers, immediate boss, colleagues are primary contract makers.
Handbooks, mission statements, job titles, documents, office memos, etc., are secondary contract
makers. Both shape the PC of the employee (Rousseau, 1995). There is a growing importance in
the role played by the immediate supervisor in the workplace today (Tulgan, 2004). Perceived
managerial competence is strongly related to the work satisfaction experienced by millennials
(Broadbridge et al., 2007; Eisner, 2005). Leadership is an important influencer for them
(Meier et al., 2010) and their experience at work is dependent upon the quality of their manager.
Millennials are a heterogeneous group with high intra-group differences in their expectations
from their employer (Guillot-Soulez and Soulez, 2014).

It is thus proposed that:

H5. PC expectations frommanagers differ significantly across the employee talent segments.

The PC of employee differs from one another based on the expectations/obligations that
form its contents, the proportion of transactional and relational expectations and the areas
of the employee’s personal life that it touches and impacts (Guzzo and Noonan, 1994).
Diverse HR practices in recruitment, performance management, compensation and
training all contribute to the different beliefs and expectations resulting in many versions
of the contract (Rousseau and Greller, 1994). Career management is an important
expectation employees have from their employer. Some employees want to further their
career within the organization while others outside the organization (Sturges et al., 2008).
When various talent segments are given differential treatment, it has a positive effect on
their employee motivation and their obligation to develop skills (Hoglund, 2012).

We thus propose:

H6. PC expectations related to career growth and development differ significantly across
the employee talent segments.
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While some millennials prefer a positive work environment, relaxed work environment
(Guillot-Soulez and Soulez, 2014), others are career minded and desire to work for prestigious
company and climb the corporate ladder. Some want an informal work environment
(Chincholikar, 2012) and a good social environment (Sathyakumar and Ramakrishnan, 2013).

It is therefore proposed that:

H7. PC expectations related to job and work environment differ significantly across
employee talent segments.

Methodology
Measures
The questionnaires developed for this study are discussed below in detail.

PC expectations. To explore PC expectations of the millennial generation, 11 focus group
discussions (FGDs) were conducted with 99 employees working at mid- and entry level in an
IT-BPM company (born 1980−2000, male/female representation, with/without physical
disability, metropolitan/non-metropolitan areas). Each group of 8–15 millennials discussed,
for 45 min–1 h, the important expectations they have for their employer and which are critical
to their intention to stay. Researchers made notes and recorded conversations
(audio and video) wherever permissible which were transcribed within 24 h to avoid loss of
data. The names of the participants were kept anonymous and confidential. The researchers
did not assume agreement based on silence and encouraged all participants to share their
most important expectation from their employer. These discussions revealed 157 expectations
in the areas of compensation, career growth, opportunity at work, job satisfaction, work-life
balance, recognition, challenging work and work environment.

Review of PC literature revealed 169 expectations related to salary and benefits, growth
and development, work environment, culture, the job itself, management and the boss,
flexibility at work and work-life balance. The above expectations from the FGD and the
literature review were correlated (see Table I).

The researchers checked for repetition and ambiguity and reduced 157 expectations to
75 items. These 75 items were converted into a tool measured on a four-point level of
importance scale for the purpose of assessing the level of expectations in the millennials.

This 75-item tool was subject to face validation from ten industry experts and eight
academicians. Based on a 50–70 percent agreement level by the experts, 31 commonly agreed

Key dimensions in literature Employee expectation from FGD

Management
and the boss

Aggarwal and Bhargava (2009), Chrobot-Mason (2003),
Herriot et al. (1997), Kelley-Patterson and George (2002),
Krivokapic-Skoko et al. (2009), Lester and Kickul (2001),
Rousseau (1990)

Recognition, flexibility

Growth and
development

Aggarwal and Bhargava (2009), Atkinson and Cuthbert
(2006), Chrobot-Mason (2003), Herriot et al. (1997), Herriot
and Pemberton (1997), Kelley-Patterson and George (2002),
Krivokapic-Skoko et al. (2009), Lester and Kickul (2001),
Lester et al. (2002), Mamtha and Nandini (2013), Robinson
and Rousseau (1994), Roehling et al. (2000), Rousseau (1990)

Career growth, opportunities at
work

Job, work,
environment
and culture

Aggarwal and Bhargava (2009), Atkinson and Cuthbert
(2006), Herriot et al. (1997), Herriot and Pemberton (1997),
Kelley-Patterson and George (2002), Krivokapic-Skoko et al.
(2009), Lester and Kickul (2001), Lester et al. (2002),
Robinson and Rousseau (1994), Roehling et al. (2000)

Challenging work, preferred
domain of work, job satisfaction,
work environment, open cultureTable I.

Dimensions from the
literature and FGD
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upon expectations were retained. A second-level contextual validation by three industry
managers from IT and ITES companies reduced the items to 26. The 26 pertinent PC
expectations included regular communication from the manager, flexibility during personal
emergency, co-operation from co-workers, a culture of trust and respect, manager taking
responsibility for failures, challenging and difficult work, work in area of one’s choice,
healthcare benefits, counseling and grievance mechanism. There were expectations related to
periodic town-hall meetings, approachable and impartial managers, job rotation, promotion,
forums to discuss new ideas, open feedback between the manager and the team, managers
being mentors, empowering employees in decision making, employee recognition, soft-skill
and technical-skill training and clear job responsibility. A pilot study was conducted involving
222 respondents in which the α coefficient of reliability of the PC scale was found to be 0.853.

Job performance. This study uses job behavior framework rather than the appraisal
rating to measure job performance (Williams and Anderson, 1991). This method enabled
researchers to overcome the constraint of getting real-time performance data and get a
standard measure of performance for respondents across companies using diverse
appraisals (Ashford and Black, 1996). Behaviors like helping co-workers with heavy loads,
giving notice when unable to come and displaying high performance at work were derived
from the literature and subjected to validation by three practitioners. The final job
performance measure had five items based on the ability to reach goals and targets,
fulfilling responsibilities, quality of work, knowledge and skills required for the job, active
participation in meetings and the proactive hand-over of responsibilities when not available.
To reduce the bias, the researchers created a time-based/frequency-based scale ranging
from “only sometimes to always.” The α coefficient was 0.726. On the job performance scale,
a score of (W3¼ high performance; ⩽ 3¼ low performance). Based on the employees’
responses, 355 employees scored low on performance while 710 scored high on performance

Intention to stay. A tool was developed based on Hirschman’s (1970) exit-voice-loyalty-
neglect framework for this study. In the past, respondents were directly asked how many
years they expect to remain with their organization (Rousseau, 1990; Robinson and Rousseau,
1994) which is unlikely to capture honest answers. This new tool developed subtly ascertains
employees’ responses and behaviors to work situations. It is based on five items
(each mentioning two behaviors: one associated with intention to stay, and the other with the
intention to leave): quitting the job or staying to learn better skills; changing employer or
transferring into a different project; starting to look for other opportunities or applying for an
internal transfer; discussing other avenues with friends or escalating the problem with the
manager; and looking for avenues outside or waiting patiently and solving problems. The α
coefficient was 0.662. Using this scale, a score of (W3¼ high intention to stay, ⩽ 3¼ low
intention to stay). Based on their score, 319 respondents were categorized as low intention to
stay and 746 as high intention to stay.

Sample
Gen Y (born 1980–2000) currently living in India and employed at IT/BPM companies was
the sampling unit. IT/BPM industry is chosen because it is clubbed together by the
government and jointly represented by NASSCOM (The National Association of Software
and Service Companies). Since uniform HRM policies apply to all employees in an
organization irrespective of their job title, the study included all employees from software,
hardware, infrastructure and support domain.

A multi-stage sampling was used. In the first stage, using simple random sampling,
research proposals were sent out to all sixty companies mentioned on the NASSCOM
website as top player in the IT and BPM industry. Seven companies responded positively.
In the second stage to increase the representation of minority employees like people with
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disability, purposive sampling was used and proposals were sent out to five IT/BPM
companies employing only people with disability. Two companies agreed. In the third stage,
using simple random sampling, the questionnaire was administered to all millennials
working in these nine companies through survey monkey and company intranet. A total
of 1,298 responses were received and 1,065 valid responses were considered for the
analysis including representation from males/females, married/unmarried, living in
metropolitan/non-metropolitan areas, with/without physical disability, entry level/team
leaders/senior management.

Results
H1 proposed significant dimensions of PC expectations for millennials. The principal
component method was used for factor extraction, and eigenvalues were kept close to or
greater than 1 to extract factors (see Table II).

All 26 items loaded on to three factors and the total variance explained was 65.33 percent.
Three significant factors which emerged were: PC expectations from the manager, PC
expectations related to career growth and development, and PC expectations related to job
and work environment.

Component/factor
loadings (FL)

PC expectations 1 2 3 FL

1. Manager to be open to feedback from the team 0.780 0.77
2. Manager to be a mentor and coach 0.767 0.76
3. Constructive guidance/feedback from the manager 0.753 0.72
4. Manager to share responsibility for team failures 0.750 0.73
5. Manager to be friendly and approachable 0.749 0.72
6. Manager to involve employees in decision making 0.728 0.73
7. Regular communication from manager on business developments 0.706 0.66
8. Impartial behavior by manager toward team members in daily transactions
and performance appraisals 0.692 0.59

9. Getting visibility and recognition for good work 0.663 0.64
10. Manager to grant flexibility during personal difficulties 0.619 0.55
11. Availability of clear roles and responsibilities at work 0.532 0.64
12. Periodic town-hall meetings and forums with managers to discuss on

company matters 0.757 0.70
13. Availability of company training on latest tools and technology 0.755 0.70
14. Provision of soft skills and personal development 0.741 0.72
15. Counseling for employees 0.738 0.69
16. Mechanism to hear employee grievances 0.733 0.72
17. Forums/technical seminars to discuss work-related new ideas/concepts 0.684 0.65
18. Getting job rotation and an opportunity to work in different areas 0.612 0.61
19. Promotions at work 0.580 0.57
20. Freedom to experiment with new ideas at work 0.544 0.63
21. Healthcare benefits for self and family 0.694 0.57
22. Co-operation to and from co-workers 0.586 0.56
23. A culture of trust and respect at work 0.583 0.69
24. Security arrangements and safety training at work 0.569 0.59
25. Availability of work in domain of your choice 0.542 0.56
26. Challenging and difficult work 0.481 0.52
Eigenvalue (defined as W1) 14.28 1.65 1.05
Total variance explained 29.30 23.01 13.02
Notes: Extraction method: principal component analysis; rotation method: varimax with Kaiser normalization
(rotation converged in nine iterations)

Table II.
Factor analysis of PC
expectations
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The factor on the PC expectations from the manager is in line with past literature where
supervision emerged as an important factor in the study by Sutton and Griffin (2004).
Broadbridge et al. (2007) found that millennials prefer to work for employers who invest in
their career progression and long-term development. PC expectations related to career
growth and development and PC expectations related to job and work Environment are
similar to factors of growth and development and supportive work culture which emerged
in the study by Aggarwal and Bhargava (2009). Dimensions of professional growth,
personal growth and work environment emerged in the study by Chen and Choi (2008).
The study by Baldonado and Spangenburg (2009) revealed that the growth in career and
comfortable working environment are important motivators for Gen Y workers. The study
by Krivokapic-Skoko et al. (2009) revealed eight factors related to good management and
leadership, staff development and support, and good workplace relations. These match with
the three factors which emerge in this study.

H2 proposed significant differences in PC expectations between high- and low-
performing millennials (see Table III).

The results provide statistical evidence to support significant differences in the way high
and low job performers perceive all the three PC expectations: from the managers, related to
career growth and development and related to job and work environment. It is interesting to
note that based on mean scores, high performers seem to have higher expectations than the
low performers in all dimensions. The results corroborate the findings of Ng et al. (2010),
where there are variations in expectations of millennials based on their academic competence,
which connotes that expectations can vary with level of talent and performance.

H3 proposed significant differences in PC expectations between millennials with high
and low intention to stay (see Table IV ).

The results support significant differences in PC expectations related to the manager and
PC expectations related to job and work environment. There was no significant difference in
the PC expectations related to career growth and development. The intent to stay with an
organization of this young generation may be largely dependent upon their managers and
job and work environment. It corroborates with the famous saying that employee join

PC expectations
Job
performance n Mean SD t-value p-value

PC expectations from the manager Low 355 3.34 0.45 −4.30 0.00
High 710 3.48 0.50

PC expectations related to career growth and
development

Low 355 3.33 0.47 −4.67 0.00
High 710 3.48 0.52

PC expectations related to job and work environment Low 355 3.33 0.49 −3.42 0.00
High 710 3.44 0.53

Table III.
Differences in PC

expectations based on
job performance

PC expectations
Intention
to stay n Mean SD t-value p-value

PC expectations from the manager Low 319 3.38 0.50 −2.46 0.01
High 746 3.46 0.48

PC expectations related to career growth and development Low 319 3.40 0.49 −1.48 0.14
High 746 3.45 0.52

PC expectations related to job and work environment. Low 319 3.33 0.55 −2.89 0.00
High 746 3.43 0.50

Table IV.
Differences in PC

expectations based on
intention to stay
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companies but leave their managers. They may leave their job if they find no co-operation
among co-workers and no culture of trust and respect in the work environment. Therefore,
managers and work environment may play a crucial role in retaining them.

Based on the scores of the respondents on job performance and intention to stay
scale, a talent segment framework was created. Four talent segments emerged: 530
employees who had high score on performance and intention to stay were categorized
as “performing loyals”; 180 employees who had high score on performance and low on
intention to stay, were categorized as “performing movers”; 216 employees who had
low score on performance and high score on intention to stay, were categorized as
“developing loyals”; and 139 employees who had low score on both performance and
intention to stay were categorized as “developing movers.” While high performers are
crucial to the current success and performance of the organization, employees with high
intention to stay are important to maintain stability. Using the concept of healthy attrition
and performance value, we propose that performing loyals are most valuable, performing
movers are next valuable, followed by developing loyals and, finally, developing movers
(see Figure 1).

H4 proposed significant differences in PC expectations of millennials across the four
talent segments for which an ANOVA test was conducted (see Table V ).

Low High

High

Intention
to

stay

Job performance

Developing
loyals

Performing
loyals

Performing
movers

Developing
movers

Figure 1.
Employee talent
segments

Sum of squares df Mean square F p-value

PC expectations from the manager
Between groups 5.158 3 1.719 7.374 0.000
Within groups 247.350 1,061 0.233
Total 252.507 1,064

PC expectations related to career growth and development
Between groups 5.767 3 1.922 7.517 0.000
Within groups 271.348 1,061 0.256
Total 277.115 1,064

PC expectations related to job and work environment
Between groups 4.832 3 1.611 6.004 0.000
Within groups 284.604 1,061 0.268
Total 289.435 1,064

Table V.
Comparing PC
expectations across
the four talent
segments
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Based on the results, there is enough statistical evidence to conclude significant differences
in the way all three PC expectations are perceived by performing loyals, performing movers,
developing loyals and developing movers.

To understand specific nuances, further to the significant differences found through
ANOVA, a comparative analysis of mean scores of the four employee talent segments for
the three expectations was performed (see Table VI).

A consistent pattern of decreasing value of means can be observed across the employee
talent segments. For all the three expectations, the performing loyals have the highest
level of expectation, followed by performing movers, developing loyals and, finally,
developing movers.

These results are similar to the findings of the people portfolio model of Chella et al.
(2018), where four employee segments namely contingent workforce, full time permanent
workforce, managerial/leadership employees and expert pool of specialists have a very
different set of expectations. While the contingent workforce looks for employability,
flexibility and skill development, the full time employees look more for security, career
aspirations and brand. The leadership prefers brand, career, pay and reward and long-term
prospects with the employer. The specialist expects autonomy, creativity, usage of their
skills and flexibility. The authors recommend a different employer value proposition for
each segment based on its distinct expectations. The above results not only confirm
differences in expectations based on the talent segments, but also reinforce like Deal et al.
(2010), that millennials are not homogenous. Though generation is a meaningful and useful
way of categorizing people, the variability in the expectations of millennials cautions in
assuming everyone in a generation to be similar.

H5 proposed significant differences in PC expectations from the manager across the
employee talent segments, which was tested with ANOVA (see Table VII).

The results support significant differences in PC expectations from managers between
performing loyals and developing movers. It is important that managers attempt to

PC expectations
from manager

PC expectations related to
career growth and

development

PC expectations
related to job and
work environment

Performing loyals
Performance: high, intention to stay: high

3.4937 (highest) 3.4901 (highest) 3.4673 (highest)

Performing movers
Performance: high, intention to stay: low

3.4328
(second highest)

3.4664
(second highest)

3.3653
(second highest)

Developing loyals
Performance: low, intention to stay: high

3.3680 (lower ) 3.3447 (lower) 3.3493 (lower)

Developing movers
Performance: low, intention to stay: low

3.3047 (lowest) 3.3084 (lowest) 3.2904 (lowest)

Table VI.
Mean differences of

PC expectations
across talent segments

Dependent variable Talent segment (I) Talent segment ( J )
Mean difference

(I−J) SE p-value

PC expectations from manager Performing loyals Performing movers 0.06096 0.04165 0.862
Performing loyals Developing loyals 0.12577 0.03898 0.008
Performing loyals Developing movers 0.18906 0.04601 0.000
Performing movers Developing loyals 0.06481 0.04873 1.000
Performing movers Developing movers 0.12810 0.05452 0.114
Developing loyals Developing movers 0.06329 0.05250 1.000

Table VII.
Multiple-group

comparison of PC
expectations

from manager
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understand the finer difference in expectations each talent segments group has from them
so that performing loyals can be retained with the organization and developing loyals can be
developed. Managers must spend quality time with the high performing loyal employees,
give them regular feedback and mentor them. Recognizing their good work and
appreciating their loyalty, providing them with clear job roles and responsibilities and
conducting objective appraisals will be helpful.

ANOVA was used to test H6, which proposed significant differences in expectations
related to career growth and development across the talent segments (see Table VIII).

The results support significant differences in PC expectations related to career growth
and development between performing loyals and developing loyals as well as between
performing loyals and developing movers. Each group may have different notions about
career, growth and development. It could imply faster promotions, or opportunity to work
on a wide range of roles, or experiment with new ideas or being trained on the latest
technology. For some, personality development and development of soft skills may be
crucial as they move high up in the organization. Organizations need to decode what
each of them means to the various talent segments and make an attempt to provide it to
the employees.

H7 proposed significant differences in PC expectations related to job and work
environment across talent segments (ANOVA results are shown in Table IX).

The results support significant differences in PC expectations related to job and work
environment between performing loyals and developing movers. While some employees
may want an environment of trust and respect, others may seek co-operation from
colleagues, still others may look for challenging work and may want to work in an area of
their choice. Thus, it is important for organizations to understand what kind of job and work
environment these talent segments want and work towards fulfilling it.

Discussion of findings
At a preliminary level of analysis, PC expectations of millennials have three dimensions-
those from the manager, related to career development and related to the job and work
environment. In the Indian context, Saxena and Jain (2012) found through their study

Dependent variable
Talent
segment (I)

Talent
segment ( J )

Mean difference
(I−J) SE p-value

PC expectations related to
career growth and
development

Performing loyals Performing movers 0.02361 0.04363 1.000
Performing loyals Developing loyals 0.14533 0.04082 0.002
Performing loyals Developing movers 0.18164 0.04819 0.001
Performing movers Developing loyals 0.12172 0.05104 0.104
Performing movers Developing movers 0.15803 0.05710 0.034
Developing loyals Developing movers 0.03630 0.05499 1.000

Table VIII.
Multiple group
comparison of PC
expectations related to
career growth and
development

Dependent variable Talent segment (I) Talent segment ( J ) Mean difference (I−J) SE p-value

PC expectations related
to job and work
environment

Performing loyals Performing movers 0.10193 0.04468 0.136
Performing loyals Developing loyals 0.11800 0.04181 0.029
Performing loyals Developing movers 0.17690 0.04935 0.002
Performing movers Developing loyals 0.01607 0.05227 1.000
Performing movers Developing movers 0.07497 0.05848 1.000
Developing loyals Developing movers 0.05890 0.05632 1.000

Table IX.
Multiple group
comparison of PC
Expectations related
to job and work
environment
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that Gen Y expects challenging work assignments, accelerated career growth, socially
responsible workplaces, flexible work environments, freedom and collaboration and
innovation from their jobs and employers. These findings seem to substantiate other
findings in the Indian context that a good management, organizational condition, work
environment, opportunities at work and the job itself explain a high level of variance to
explain organizational commitment among milliennials (Sathyakumar and Ramakrishnan,
2013). Learning opportunities, career growth and job responsibilities form a significant
component of expectations within the Indian milliennials and employee loyalty to the
company is higher when the job fulfills intrinsic needs and personal goals of the employees
(Mamtha and Nandini, 2013). Job and resource support, growth opportunities as well as
developmental opportunities have been identified as important expectations of employees in
the Indian context (Aggarwal and Bhargava, 2009).

Performing loyals, performing movers, developing loyals and developing movers are
four talent segments based on their value to the organization derived on job performance
and intention to stay. There are significant differences in the way performing loyals and
developing movers perceive expectations from managers, expectations related to career
growth and development and expectations related to job and work environment.
Expectations seem to be higher in higher talent value employee segments. Employee
expectations are one side of a coin to check and understand the probability of an effective
PC. One of the important insights of this study is that there are varying degrees in the
strength of expectations related to the manager, career growth and development and job
and work environment amongst the various talent segments. This is observed to follow a
linear pattern. The higher talent value segment employee seems to have higher degree of
expectations on all the three areas. The findings reiterate the results of NASSCOM
iPrimed (2013) study, which concluded that there is a high diversity in the aspirations of
millennials and a one-size-fit-all approach to managing them will be ineffective.

Research implications
The overall results reinforce the importance of PC in talent management (Garrow and
Hirsh, 2008). The study adds to the millennial research particularly in developing
countries offering insights for their effective management. It contributes to the literature
on the content of the PCs and is the first to study significant differences in PC expectations
at sub-dimension level: PC expectations from the managers, PC expectations related to
career growth and development and PC expectations related to job and work environment.
The results confirm significant differences in expectations of millennials based on their
performance and intention to stay, which are in line with the previous study hinting at
high intra-generational differences (Deal et al., 2010).

The framework of differential value of talent segments is more realistic and
pragmatic and is a significant contribution to the sparse literature on talent segmentation.
This study balances the traditional view of talent management as exclusively for high
potentials with an inclusive talent management to develop all employees (according to
their strengths). The value of employees is not only based on high performance
alone, but also from how comfortable employees are in staying with the organization.
These results are in line with previous studies where talent is viewed as a product of
competence, commitment and contribution. These elements of talent are multiplicative
where high level of one strength cannot compensate for the others (Ulrich and Smallwood,
2012). Talent is always a function of experience and effort. If employees do not stay,
there is no possibility of improving performance through experience and sustained
effort Pfeffer and Sutton (2006). Therefore, organizational success stems from the
ability to capture the value of the entire workforce, not just a few superstars (O’Reilly and
Pfeffer, 2000, p. 52).

785

Talent
segments



The level of the three expectations significantly varies for performing loyals and
developing movers. The results partially support the previous talent segmentation study by
Seopa et al. (2015), which found significant differences between the relational PC expectations
of the high-value talent pool and other categories. Being affirmative to developing talent, the
researchers are hopeful that it is possible to convert developing loyals to performing loyals. If
a better PC can be worked out by understanding the underlying expectations of Performing
Movers, the company could make them stay as well. These support findings of Tsui et al.
(1997), which proposes that investment in employees leads to improved performance,
more citizenship behaviors, and high commitment. There are two contributions of this
study. One is the framework of segmenting talent based on performance and employee
sustainability. The second is the exploration and detection of a linear pattern of expectations.
The higher the talent value, the higher is the level of expectation.

Industry implications
Organizations wanting to attract and retain millennials cannot ignore their high
expectations from their managers, career growth and development and job and work
environment. The significant differences in PC expectations related to career growth and
development between performing loyals and developing loyals implies that a keen
expectation of growth if cultivated and motivated among employees, could serve as catalyst
for higher performance. Significant differences in all three expectations between performing
loyals and developing movers imply that they believe they have good managers, perceive
good career growth and a conducive work environment. This has strong implications as
people can be expected to perform above/below their normal level depending on their
leadership, team and immediate environment (Iles, 2008). Organizations can train first time
managers on giving feedback, mentoring and coaching. Career growth and development can
be enriched through regular interaction with senior management, technical and soft skills
training and job rotations. A positive work environment can be boosted by extending
healthcare benefits and building a culture of co-operation and trust.

From a talent sustainability perspective, organizations can optimize performance for
developing loyals. There are instances when the employee is not able to perform to the highest
level, but is highly aligned to the organization. These finding corroborate with past studies,
where employees with no hope of promotion, working in a dysfunctional department or doing
a different job in the foreseeable future, develop disaffection and withdrawal cognitions
(Swailes et al., 2014). Job anxiety, limited loyalty to the organization, insufficient opportunities
for employees and job dissatisfaction drive employee exits ( Johennesse and Chou, 2017).
Allocating a large proportion of the organization’s resources to a small number of “superstars”
damages organizational morale, embittering loyal employees and causing resentment among
peers (DeLong and Vijayaraghavan, 2003). Positive effects of a few receiving a reward do not
outweigh the negative effects of many not receiving a reward, and runs the risk of creating an
atmosphere of destructive internal competition that retards learning and the spread of best
practices across the organization (Walker and LaRocco, 2002).

Each talent segment can be nurtured by understanding their expectations better to
assure talent continuity. Organizations must fine-tune their HR and talent management
policies to the different needs of each talent segment. This strategic segmentation,
development and retention of employees can strengthen help organizations meet current
and future talent requirements in the emerging markets (Tarique and Schuler, 2010).

Conclusion and suggestions for future research
The results lend support to diversity in the perception of PC expectations across talent
segments which can be a strategic input while devising TM programs. Future research can
attempt a comparative study on PC expectations of employees in the manufacturing
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industry, heavy engineering, and the banking and financial institutions, which may reveal
interesting results. A longitudinal research design tracking millennials’ PC expectations
through different life and career stages would also be of immense value to organizations.
Finally, this study used perceived performance for the creation of the talent segments.
Using the potential performance of an employee may be of great relevance for organizations
to improve employee retention.
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Self-Determination Theory 
in Human Resource 
Development: New Directions 
and Practical Considerations

C. Scott Rigby1 and Richard M. Ryan2

Abstract
The Problem. 
There has been a “Copernican turn” in approaches to motivation and management: 
The focus in human resource development (HRD) and management circles today 
is no longer on how companies can motivate or incentivize employees from the 
outside, but instead on how they can effectively foster and support the high-quality 
motivation that comes from within employees. Developing affective commitment and 
intrinsic motivation is highlighted as a key to organizational success and employee 
satisfaction.
The Solution. 
In this article, we review our applications of self-determination theory (SDT; Ryan 
& Deci, 2017) concerning how organizations can both assess and build a culture 
of high-quality motivation. We review a continuum of types of motivation in the 
workplace that range from passive or controlled compliance to personal valuing of 
and intrinsic interest in one’s work. We then discuss how support for employees’ 
basic psychological needs for autonomy, competence, and relatedness leads to these 
higher quality types of motivation. Evidence shows that enhanced need satisfaction can 
come from managerial climate, job design, and well-crafted compensation strategies, 
as well as being influenced by the perceived mission of the company. A focus on basic 
needs provides a practical basis for leveraging positive change and achieving goals 
from talent retention to workplace wellness.
The Stakeholders. 
This article was written to help both researchers and practitioners in HRD (i.e., 
organizational leaders, human resource professionals, managers) learn the basic 
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principles and applications of SDT as a means of unlocking a more practical and 
actionable model for engagement and motivation. This review not only translates 
SDT into practice, opening opportunity for collaboration between researchers and 
practitioners, but also provides meaningful insight into sustained employee motivation 
and engagement, job satisfaction, and productivity.

Keywords
human resource development, employee engagement, motivation, employee 
experience, performance management, productivity, retention, self-determination 
theory

Over the last 15 years, there has been an unprecedented shift of power from institu-
tions to individuals, both inside and outside the workplace. In media, we now decide 
when and where we will watch, read, and listen to content, unbounded by the schedul-
ing decisions of television networks or radio stations. In retail, we no longer drive to 
big box stores but, instead, select purchases from our phones that arrive on our door-
step within hours. And in the workplace, people at all levels move more frequently and 
fluidly between jobs not simply based on compensation but with a focus on finding 
work that is fulfilling and fitting with their values and lifestyle. Many trends in employ-
ment reflect this new relationship between institutions and workers: Job mobility sta-
tistics show that the average worker entering the workforce today will change positions 
nearly twice as frequently in the first 5 years of working than new employees did 30 
years ago (Berger, 2017).

We have come to call this phenomenon a “Copernican Turn”: Whereas, once 
institutions set the rules for engagement, individuals are now more empowered as 
the center of their personal and professional lives, pulling experiences to them 
dynamically based on their individual needs and desires. For institutions—and nota-
bly for modern human resource development (HRD)—this has created a new set of 
dynamics, one that necessitates a deeper understanding of how to build engaging 
and motivating cultures that benefit both empowered workers and the organizations 
in which they work. Simply put, within organizations in which employees increas-
ingly set the rules of their engagement with their work, new approaches to motiva-
tion and engagement are needed in HRD to attract and retain talent, and maximize 
productivity and wellness.

Certainly, not all organizations are adapting well. Gallup’s well-known measure-
ments of employee engagement and satisfaction suggest that only one third of employ-
ees feel engaged in their work (Harter, 2016), despite hundreds of millions of dollars 
being invested in employee engagement annually. Nor are issues of motivation in the 
workplace new. Benefits of empowering workers through more meaningful and satis-
fying work have been discussed for more than half a century (Argyris, 1957; McGregor, 
1960). Back then, management guru Peter Drucker (1969) wrote, “We know nothing 
about motivation. All we can do is write books about it.”
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Happily, at least that has changed. Rigorous research over several decades has 
taught us much (Deci, Olafsen, & Ryan, 2017; Ryan & Deci, 2017). Now the chal-
lenges lie in carrying that knowledge forward into best practices within modern HRD. 
We contend that the failure of most employee engagement programs is that this knowl-
edge has not been valued or applied.

The next generation of engagement programs can be improved by leveraging this 
knowledge in two critical areas. First, we need to have clear, evidence-based approaches 
to assess engagement and motivation that allow us to accurately understand and effec-
tively “diagnose” what is happening within organizations. Evidence-based approaches, 
therefore, are those that deploy well-validated metrics of the motivational and emo-
tional components that are proven to drive engagement, versus simply measuring the 
positive outcomes of engagement. Employee engagement has been variously defined 
as loyalty, work passion, organizational commitment, job involvement, and willing-
ness to invest discretionary effort (Markos & Sridevi, 2010). But these positive 
descriptors primarily capture the finish line and not the journey: Existing measurement 
systems are too often a “lagging indicator” of good cultures that succeed in spotting 
engagement when they see it, proudly showing how these measurements predict posi-
tive outcomes. Yet this is not where the work of management and HRD lies: Having a 
measurement of engagement is a far cry from accurately measuring the core experi-
ences that build or detract from engagement and optimal performance, and then using 
an effective framework to act.

This leads us to the second problem area in current engagement programs: 
Postdiagnosis, they attempt to solve motivational problems through “Pre-Copernican” 
approaches. Such strategies rely on institutional levers such as external incentives and 
“command and control” systems that management can activate to drive desired behav-
ior. Yet motivational strategies that rely on such models are not responsive to the 
greater individual empowerment within modern organizations.

Rather than assume that the organization is the empowered actor that “creates” 
motivation in the individual, it is the other way around: For HRD to succeed, tools are 
needed that tap into the worker’s internal frame of reference. Specifically, how do 
workers interpret experiences in the workplace using their own internal compass of 
what is meaningful and valuable? It is that compass that most directly addresses 
engagement and motivation. How can we be helping that needle point to its true north?

Self-determination theory (SDT; Ryan & Deci, 2017) is a broad model of motiva-
tion, personal goals, and wellness, apt for addressing engagement and motivation in 
today’s workplace (Gagné, Deci, & Ryan, 2017). SDT’s fundamental frame of refer-
ence is the individual, and how circumstances such as management style and work 
context support or thwart the individual’s motivation and well-being. In this regard, 
SDT is well aligned with the societal shift to individual empowerment, representing an 
evidence-based approach to motivation and engagement with the potential to disrupt 
traditional transactional thinking about motivation in the workplace.

SDT also carries with it a substantial evidence base in behavioral science, a knowl-
edge base often lacking in the ad hoc quality of most modern employee engagement 
programs. Whereas the vast majority of employee engagement programs have no 
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evidence to support their approaches, hundreds of empirical studies over the last 40 
years have demonstrated the validity of SDT principles. In fact, SDT has shown how 
its motivational “laws” predict important organizational outcomes such as financial 
performance (Deci et al., 2017), talent retention (Bock, 2015; Fowler, 2014), affective 
commitment (Becker, Kernan, Clark, & Klein, 2015; Olafsen, Niemiec, Halvari, Deci, 
& Williams, 2017), and well-being (Gagné & Deci, 2005; Vansteenkiste et al., 2007) 
among other critical performance indicators. Finally, SDT not only describes a clear 
framework for measurement, but it also prescribes a well-validated model for taking 
action to improve and sustain motivation and engagement (e.g., Deci, Connell, & 
Ryan, 1989; Hardré & Reeve, 2009).

Understanding High-Quality Motivation: An SDT 
Perspective

In shifting from a focus on external contingencies to internal experiences, SDT shifts 
the traditional paradigm of how motivation itself should be understood. Most 
approaches to measuring motivation simply assume someone has “more” or “less” of 
it, essentially treating motivation as a unidimensional resource. Instead, SDT describes 
multiple kinds of motivation based on the various “drivers” or motivational forces 
underlying a person’s behaviors.

Some types of motivation are dependent on external or internal pressure—and 
largely disconnected from personal needs and interests. The person is thus not fully 
engaged, finding satisfactions not in the activity but rather in consequences, resulting 
in lower quality motivation. Other types of motivation are energized directly by the 
employees’ needs, values, and interest, resulting in volitional, high-quality motivation. 
Here, employees are committed to doing work-related tasks well and, from this invest-
ment and effort, derive greater satisfaction, vitality, and wellness. This spectrum of 
motivational quality predicts important outcomes from employee engagement, to its 
byproducts of enhanced wellness, performance, and organizational citizenship.

Figure 1 displays the major categories of SDT’s taxonomy of employee motiva-
tions, with terms used in organizational discussions. On the left-hand side is the cate-
gory of amotivation. Motivational quality is lowest when the individual is amotivated, 
which is the result of finding either no value or interest in work (i.e., simply “going 
through the motions”), or of not feeling effective or capable at one’s job. Not surpris-
ingly, amotivational states are associated with poor well-being and performance on a 
variety of outcome variables (Vallerand, 1992).

A further low-quality form of motivation is that characterized by external pressure. 
External pressure in both negative (such as punishment) and positive (such as rewards) 
forms may be quite effective in motivating short-term behavior. However, such pres-
sure inevitably backfires: Individuals who feel externally pressured perform more 
poorly, often taking the shortest route to any goal assigned to them. They also have 
lower well-being and are at greater risk of disengaging when rewards or punishments 
are not salient.
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These negative impacts to motivational quality attach even if the external pressure 
has a positive shape. Indeed, if you wearily climb on to the treadmill each morning to 
lose weight primarily because your company is incentivizing you to do so, it does not 
matter if that incentive takes the form of a punishment (e.g., increased health insurance 
premium) or a reward (e.g., health insurance rebate)—It still will not lead to persis-
tence over time (e.g., Moller, Buscemi, McFadden, Hedeker, & Spring, 2014). The key 
characteristic of external pressure is that the perceived reason for acting is the external 
contingency—not one’s own investment in the activity.

Another form of low-quality motivation involves internal pressure that employees 
can put on themselves. Internal pressures are characterized by concerns with approval, 
image management, and self-esteem maintenance: The person “must” do well to feel 
okay and secure. You get on the treadmill each morning with a sigh, driven by concern 
that you are looking unfit rather than really appreciating the positive health benefits or 
improved vitality that might come with exercise. At work, you put in long hours out of 
fear that you will be passed over for promotion or undertake a task to improve your 
political capital (rather than for the work itself). Such forms of defensive self-regula-
tion represent low-quality forms of motivation; like external pressure, these internal 
pressures lead one to focus on appearance and credit, rather than valuing one’s work 
for its own sake or embracing company goals.

In contrast, high-quality motivation is evident when one pursues goals and values 
that are personally meaningful. Here, the goals of the organization and of the individ-
ual converge: One has identified with and willingly embraces one’s work. You put in 
your morning run on the treadmill knowing firsthand how it increases your energy 
throughout the day and supports your overall health. Regardless of whether it is enjoy-
able, when an activity is understood as important and authentically valued, one is more 
fully aligned and “on board” with what must be done.

Figure 1.  Motivational quality continuum.
Note. From Immersyve, Inc.© 2017 by Immersyve, Inc. Reprinted with permission. MQ = motivational 
quality.
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A final yet important type of high-quality motivation is represented by intrinsic 
motivation: When the activity itself is its own reward (Ryan & Deci, 2017). You enjoy 
your morning treadmill run simply because of the positive experience you have while 
running. At work, tasks are intrinsically motivating when interesting and engaging. 
When work affords opportunities for learning and growth, intrinsic motivation is espe-
cially salient.

In most jobs, people have all of these various motives in play but to different 
degrees in different situations. Sometimes, low quality pressures dominate, other 
times interest or value in a job well done rise to the top, and often a mix of motiva-
tional forces is at play. Thus, to assess motivational quality, we identify the motiva-
tional profile of what is generally driving motivation, and specific areas where it can 
be enhanced.

This spectrum of motivational quality provides a different lens for assessing 
employee engagement. Higher motivational quality has been associated with greater 
learning (Vansteenkiste, Soenens, Verstuyf, & Lens, 2009), persistence (Vallerand, 
1992), creativity (Amabile, Hennessey, & Grossman, 1986), and performance (Baard, 
Deci, & Ryan, 2004), among other positive outcomes. In fact, our treadmill examples 
above are not merely motivational metaphors: When motivated by high-quality moti-
vation of value and interest, people are much more likely to persist in exercise routines 
and physical activity (Standage, Sebire, & Loney, 2008). Such evidence demonstrates 
that motivational quality is predictive of a broad range of positive performance 
outcomes.

Yet just having a strong predictive measure of quality engagement is not sufficient 
to effect meaningful change within organizational culture. Equally important is a 
framework for action—one that outlines the drivers of motivational quality alongside 
proven best practices to optimize those drivers.

Building High-Quality Motivation Through Basic Need 
Fulfillment

SDT provides a strong framework for building motivational quality. The theory spe-
cifically argues that there are three basic psychological needs that underlie high-qual-
ity motivation, needs that apply across all cultures and all types of workplaces. When 
these needs are satisfied, employees show both their highest quality efforts and their 
highest well-being (Ryan, Bernstein, & Brown, 2010). In fact, it is precisely when 
employees are most empowered and engaged that they experience the most wellness 
and satisfaction with work.

SDT’s Basic Psychological Needs: Autonomy, Relatedness, and 
Competence

Autonomy is the basic need to be the author of one’s life—to have a sense of choice 
and self-endorsement of one’s actions. People want to feel “ownership” and volition in 
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their work. Far from being alienated or “burned out,” autonomous workers greatly 
value doing work well. Supervisors and job design support this need for autonomy 
when they help everyday work tasks feel meaningful and important.

Of course, work life often does not always provide us with options and choices: 
Often there are specific tasks and goals that must be accomplished, and mandates 
given to us by managers (who themselves may be following the mandates of their 
managers). Yet one can have autonomy even for tasks that are required or in circum-
stances that are constrained, when the reasons for acting are made clear and accepted. 
If we have a rationale and sense of purpose in what we are doing, autonomy needs can 
be fulfilled, even when tasks are not enjoyable. Autonomy is, in this way, not the same 
as “freedom” or “independence”—we can feel volitional if we understand and endorse 
the value of our work, even if that work is mandatory or prescribed by others.

Relatedness is our basic need to feel we belong and “matter” to others. Each of us 
needs to feel connected in meaningful ways—to feel supported while experiencing 
that others need and value our support as well. Conversely, when we feel isolated 
and irrelevant to those around us, relatedness needs are left unmet. In the workplace, 
relatedness needs are fulfilled when employees feel respected, valued, and included 
at all levels of the company, including among direct managers, coworkers, and 
leadership.

Competence (or Mastery) is our basic need to feel effective, to be successful, and to 
grow. Within organizations, mastery needs express themselves constantly. People 
want to feel they have what they need to succeed at their daily tasks, including the 
resources, skills, and expertise. Alongside this, people want to continually stretch their 
abilities in manageable ways that give them a feeling of growth toward career goals. 
To deeply engage employees, it is not enough to ensure they can master their current 
workflow—They would like to envision a path that includes new challenges and 
responsibilities, and allows them to anticipate growth in their work.

The fulfillment of each of these needs directly relates to positive outcomes valued 
by organizations and individuals alike. Strong basic need satisfaction directly predicts 
trust in the corporation, perceived quality of manager feedback, the belief that there 
are opportunities to contribute your perspective, the recognition of advancement 
opportunities, feelings of security, satisfaction with pay and benefits, overall job satis-
faction (Deci et al., 1989; Ryan et al., 2010), and a positive passion for work (Spehar, 
Forest, & Stenseng, 2016; Vallerand, 2015).

Not surprisingly, when employees perceive that their managers and the organiza-
tional culture support their need fulfillment, there is a similar pattern of benefits. In a 
culture of need support, workers are more satisfied in their work and compensation, 
have greater trust and loyalty for the organization, and show greater creativity and 
performance (Guntert, 2015). In addition to these direct positive benefits, such need 
supports also inoculate against physical illness and absenteeism (Williams et  al., 
2014), and increase organizational commitment (Collie, Shapka, Perry, & Martin, 
2016) and customer loyalty (Doshi & McGregor, 2015), bringing further direct bene-
fits to organizations.
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The Importance of Managerial Supports for Basic Needs

Perhaps the most influential factor in engagement and motivation is how one experi-
ences one’s direct manager. Indeed, each year, organizations invest US$14 billion in 
managerial and leadership training to improve this critical input to motivation (Loew 
& O’Leonard, 2012). The SDT framework of motivational quality, fueled by basic 
need fulfillment, provides specific guidance on best practices to support these needs to 
optimize motivation. In addition, it serves as an evidence-based model for training, 
coaching, and education: Research shows that managerial training focusing on basic 
need support improves motivational quality and contributes to stronger employee 
engagement (see Ryan & Deci, 2017). In addition, this research has illuminated many 
common managerial pitfalls—such as the use of external incentives and rewards—that 
while appearing to be a positive motivator can paradoxically thwart or frustrate basic 
needs, leading to low motivational quality and disengagement.

Managerial Support for Basic Needs

Managers play a crucial role in supporting and facilitating basic need satisfaction, and 
subsequently, higher quality motivation and performance. When employees experi-
ence their managers as supportive of basic needs (autonomy, relatedness, and mas-
tery), they report higher motivational quality, organizational loyalty, and engagement. 
In one study, researchers trained managers at a major U.S. corporation to be more 
autonomy supportive. This included an emphasis on acknowledging the perspectives 
of subordinates, offering informational versus controlling feedback, and encouraging 
“self-initiation” rather than pressuring employees toward goals. Results, collected by 
the company’s HRD division, showed this training was associated with greater loyalty, 
job satisfaction, and more positive work attitudes among employees (Deci et  al., 
1989). In another Fortune 500 company, employees of managers trained in need sup-
port developed significantly higher levels of engagement and motivational quality 
than those of managers in the control group (Hardré & Reeve, 2009). Even in the 
financial industry, where one might assume that financial rewards would trump need 
support in predicting employee motivation, manager need support was strongly pre-
dictive of performance and well-being (i.e., less depression, anxiety, somatic symp-
toms, and social dysfunction; Baard et al., 2004). Research further demonstrates that 
high levels of managerial support, need fulfillment, and motivational quality also have 
significantly higher levels of customer satisfaction and profitability (Fleming, 
Coffman, & Harter, 2005; Preenen, Oeij, Dhondt, Kraan, & Jansen, 2016). Given that 
most organizations rally around the goal of “putting the customer first,” these findings 
put a spotlight on the importance of motivation and culture.

A focus on need support gives organizations a pathway to improving engagement and 
building stronger performance by making high-quality motivation a specific training 
target. Furthermore, the evidence challenges traditional command and control approaches 
to driving motivation and performance, showing instead that autonomy-supportive man-
agement styles are more beneficial to engagement, well-being, and performance.
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Why, then, do more controlling approaches to management continue to persist in 
organizational culture? For the simple reason that they work—quite powerfully in 
fact, particularly when one focuses on only short-term behavior. If we wished to get 
everyone reading this to jump out of their chairs right now, the most effective means 
to do so would likely be to throw a hundred-dollar bill on the ground, or put some 
electricity through the chair seat. Both the reward and the punishment approach would 
do the trick. But at what cost? And with what longer-term motivational impact?

The hyperbole is warranted given that organizations are constantly under siege by 
competitive pressures and market forces focused on short-term results. Deadlines get 
advanced by clients or VIPs, sending a ripple of fire drills through the organization to 
accomplish tasks with unreasonable pressure. Across U.S. markets, every publicly 
traded company is primarily evaluated, judged, and economically valued by what 
they have done in the 90 days since their last quarterly report. Is it any wonder that, 
so often, managers and leaders resort to pressure to meet these realities of organiza-
tional life?

The difficult motivational truth is that long-term goals, strong cultures, and even 
financial performance are sacrificed when short-term tactics are used. Such tactics 
destroyed Enron, at one time the sixth largest company in America. More recently, the 
pressure Wells Fargo put on thousands of its employees to hit performance goals 
resulted in scandal and billions of dollars in lost value and reputation.

In contrast, need-supportive approaches not only benefit employees’ motivational 
quality and well-being, but they can also bring tangible financial benefits to the organiza-
tion. When managers work to support needs, they are making an investment in the orga-
nization and its culture that can yield higher customer satisfaction (Fleming et al., 2005), 
better talent retention (Vansteenkiste et al., 2007), enhanced organizational citizenship 
(Roche & Haar, 2013), and reduced risk for noncompliant and unethical behaviors (Yam, 
Klotz, He, & Reynolds, 2017). In other words, SDT-based models for motivation and 
engagement are predictive of key performance indicators not only for HRD functions but 
also for the financial performance indicators prized by executive leadership.

Compensation Systems: An SDT Perspective

Compensation systems remain a central motivational tool within organizations. Yet at 
the most fundamental level, the transactional nature of giving money in exchange for 
work does not address employee’s basic psychological needs or necessarily relate to 
motivational quality. In fact, on its face, it describes exactly the kinds of external 
reward systems that are associated with low quality motivation. Indeed, when pay is 
used as a primary mechanism for motivating and controlling workers, it brings exactly 
the detriments to engagement SDT would predict. When the most salient motivator for 
work is the amount of compensation one receives, motivational quality tends to be 
lower, along with loyalty, performance, and well-being in the workplace (Kuvaas, 
Dysvik, & Buch, 2014). Research consistently affirms that pay—and specifically the 
amount one is paid—is simply not as strong a predictor of the quality of one’s work 
life compared with the need satisfaction we have described (Mottaz, 1985).
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Yet the key concept to be drawn from SDT with respect to compensation is not that 
it is invariably bad: Compensation is an important part of work and can contribute to 
motivational quality. Instead, SDT highlights that compensation carries with it a mes-
sage for the recipient—a functional significance—and it is this message that tends to 
determine the motivational consequences (Olafsen, Halvari, Forest, & Deci, 2015; 
Ryan & Deci, 2017). For example, in a study of workers at a laundromat company, 
management tried to encourage stronger work motivation in tardy employees by finan-
cially “rewarding” on-time behavior. While this incentive had a short-term impact on 
those being rewarded, the effect was short-lived, and the program backfired: Not only 
did it decrease the motivational quality of those who were compensated, but it also 
lowered motivational quality across the company, creating negative motivational 
“spillover” (Gubler, Larkin, & Pierce, 2016). Similar effects can be seen in systems 
that emphasize pay for performance as a primary driver of motivation: In such sys-
tems, the overall quality of motivation—as well as the work performed—suffers 
(Kuvaas, Buch, Gagné, Dysvik, & Forest, 2016).

However, compensation can also have a functional significance that facilitates and 
supports basic psychological need satisfaction and higher motivational quality. For 
instance, compensation can be delivered so as to signal mastery and efficacy when 
given in recognition of a job well done. In addition, compensation systems that feel 
fair and equitable communicate respect for all employees, supporting autonomy and 
relatedness needs. A recent study by Harvard Business Review supports this point: 
Researchers tracked Major League Baseball player salaries and team win percentages 
over a decade. They found that higher team win percentages were associated with 
whether player salaries matched their individual performance, rather than the equal 
dispersion of pay among players or higher absolute salaries (Hill, 2017).

The key finding is that it is not the dollar amount of compensation that is ultimately 
the most important motivator. It is what compensation signals regarding supports for 
or frustrations of basic psychological needs that ultimately determines its motivational 
impact (Houlfort, Koestner, Joussemet, & Lekes, 2002; Murayama, Matsumoto, 
Izuma, & Matsumoto, 2010). With this critical concept in mind, it is possible to con-
struct compensation programs to meet an organization’s specific goals while support-
ing employees’ psychological needs.

Summary and Future Directions

Enhancing employee engagement is consistently ranked as a top priority by company 
executives, yet it is a goal that remains elusive and largely underserved by current 
programs and approaches. Recent advances in technology and tools have allowed HR 
practitioners to collect more and more data on employees to track and influence 
engagement, with many recent programs attempting to coax engagement through digi-
tal enticements such as “gamification” and social networking features. But in the 
absence of an evidence-based framework that informs engagement efforts, these digi-
tal tools are largely rudderless and ineffective. In fact, while this digital activity and 
data tracking have the appearance of progress, its lack of a foundational grounding in 
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basic psychological needs and motivational quality has arguably contributed to a con-
tinued failure to meaningfully raise employee engagement levels.

Evidence-based frameworks such as SDT can breathe new energy into the hunt for 
employee engagement programs that work. Through collaboration between behavioral 
scientists, technologists, and practitioners, programs can be built on a fundamental 
understanding of what matters to truly effect change and build highly engaged and 
motivated cultures. This evidence base ensures such approaches are informed by valid 
measurement and proven intervention strategies.

Engagement metrics and measurement illustrate the value of this guidance. Many 
current approaches simply cast a hopeful net on the water, collecting data on every-
thing that might affect engagement via ponderous annual employee surveys. Instead, 
SDT outlines a clear map of the variables that matter, including motivational quality, 
basic needs satisfactions, and the cultural conditions that support or thwart engage-
ment experiences. Measurement of such components affords a clear and actionable 
picture of the specific issues within the culture that require intervention. An SDT 
approach also enables the organization to track aspects of motivation that sometimes 
behave paradoxically, particularly with respect to rewards and compensation (Deci, 
Koestner, & Ryan, 1999). This helps ensure compensation programs hit their intended 
motivational goals.

Similarly, the strong evidence base of SDT empowers more effective training and 
intervention through core principles that managers and supervisors can understand, 
learn, and put to work. While most existing employee engagement approaches com-
pensate for a lack of a guiding theory by describing dozens of “needs” and employee 
“types,” SDT’s focus on the three fundamental needs of autonomy, competence, and 
relatedness is accessible, digestible, and intuitive. This focus facilitates the adoption of 
a common motivational language in the organization, empowering managers to sup-
port each other in their efforts to build a strong, motivated culture.

SDT brings additional value to cultural development as well. In this age of the 
Copernican turn, employees seek out companies where they can experience their work 
as meaningful. They not only want to do well, but they also want to feel they are doing 
good. This means they are more likely to show higher quality motivation when they 
are working for a firm whose values they can endorse, values such as diversity, inclu-
sion, the environment, and human rights. As argued by Grant (2008) and evidenced in 
our own measures of company pride within worker profiles, we see great autonomy 
and engagement when workers feel the company cares about the broader community, 
and all stakeholders—not just company owners.

Finally, it is worth noting that SDT also informs how to build more effective tools 
and technology in the service of motivation and engagement. Regardless of the spe-
cific approach, most employee engagement processes involve technology platforms to 
conduct surveys and collect data, and dashboards and online training tools and semi-
nars to bring about successful change. Each of these elements involves an interaction 
employees will experience as either need frustrating (“Here’s that survey I have to 
do”) or need supportive (“my chance to have an impact”), as a function of how they 
are constructed and introduced. By applying principles of SDT-based motivational 
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design (Rigby, 2014), the next generation of tools for motivational assessment and 
training will, themselves, be built in a way that recognizes the Copernican Turn. 
Specifically, these tools will invite each employee to be part of the process of 
assessing.
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A B S T R A C T   

Job performance of librarians in university libraries has been a major concern to the university community and 
stakeholders within the profession. This is evidenced by librarian’s inability to apply professional and technical 
knowledge to practical issues and low productivity in research output. Studies have investigated some factors 
which influence librarian’s job performance. However, there is a dearth of studies on talent management as it 
relate to job performance of librarians. This study therefore, investigated the job performance of librarians and 
its relationship with talent management practices of librarians in university libraries in South-West, Nigeria. 

The survey research design of the correlational type was adopted for the study. Total enumeration method was 
used to cover all the 364 librarians in university libraries in South-West, Nigeria. The instrument used for data 
collection was the questionnaire titled: Talent Management and Job Performance of Librarians’ Scale (TMJPLS). 
The instruments were validated using construct and face validity. Cronbach’s alpha test was used to determine 
the reliability of the main constructs: Assessment of talent management practices α = 0.867 and level of job 
performance α = 0.973 respectively. A total of 277 copies of the questionnaire (76.1%) were returned and found 
usable. Data collected were analyzed with the use of descriptive statistics and Pearson Product Moment 
Correlation. 

The findings showed that librarians’ level of job performance was moderate (63.1%). Succession planning was 
the least of talent management practices employed in university libraries (46.6%). The major problems affecting 
talent management in university libraries were poor funding (65.3%), constant loss of best brains (60.3%) and 
poor communication (51.3%). The findings revealed that there was a positive significant relationship between 
talent management practices and job performance of librarians (r = 0.58, p < 0.05). 

The study therefore, concluded that talent management practices had an effect on job performance of li
brarians. It is therefore recommended that library management should focus more on developing and managing 
the potentials of librarians in university libraries so as to increase their performance on the job and reduce brain 
drain in the library.   

Academic library has traditionally been seen as the ‘heart of the 
institution’ with serves render to the academic community of its parent 
institution. Aina, 2004 asserted that the quality of teaching and research 
in a university is reflected in the services provided by an academic li
brary. Presently, the roles of universities all over the world are changing 
in order to respond to the needs of the society. Likewise, the role of 
university libraries is changing to provide a competitive advantage for 
the university. The activators of this change in libraries are library 
personnel. In other words, its workforce, they contribute immensely to 
the overall development of the university community by advancing 

learning and research. Hence, focus on performance of library personnel 
cannot be underestimated. 

Employee performance could be regarded as one of the major 
determining factors in the success or failure of an organization. Every 
organization is established with the aim of achieving certain objectives. 
However, the quality of personnel employed and how the organization is 
able to manage them determine the overall success of such organization. 
Literature affirms that employers of labour have realized that for their 
organization to compete and be successful, the performance of their 
employees is very important (Dobre, 2013; Salah, 2016). Hence, several 
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mechanisms to ensure that optimum job performance is achieved should 
be put in place. Librarians working in university libraries need to display 
exceptional skills through their job performance because it has a bearing 
on the way they carry out their professional duties. 

Job performance, according to Friendlander (1991) cited in Bamig
boye and Aderibigbe (2004), is that behavior which a certain organi
zation condones and probably rewards. Likewise, Villamova et al. 
(2005), stated that job performance is “that aspect of work behavior 
domain that is of relevance to job and organizational objective”. Job 
performance can be described as the discharge of statutory duties or 
functions based on a worker’s field of expertise. The performance of 
these statutory duties is geared towards the accomplishment of the ob
jectives of an organization. Hence, the extent to which the university 
achieves its basic objectives depends largely on the job performance of 
library staffs. 

Jobs performed in the library are too extensive to fully document. 
However the essential job functions carried out include: acquisition, 
cataloguing and classification of information resource materials, provi
sion of reference services, charging and discharging of materials to users 
etc. The various jobs performed in the library come with their different 
responsibilities which are solely the duty of librarians. These include: 
selection, ordering and acquisition, circulation of information resources, 
classification and cataloguing of information resources, providing 
reference services and digitization of information resources, engaging in 
outreach through liaison initiatives, designing of web pages among 
others. Considering these important roles carried out by librarians in 
academic libraries, the quality of services provided to a large extent is 
dependent on the level of job performance of the library personnel. 
Ubom and Joshua (2004) pointed out that when an individual performs 
his job effectively, better result is yielded for the organization. They note 
that mere job performance is quite distinct from effective performance. 
What is actually required of the employee is effective job performance. 
Hence, job performance of librarians should be a major concern to the 
management of academic libraries and other stakeholders within the 
profession. 

Studies over the years have pointed towards the fact that the job 
performance of academic librarians in Nigeria has not been in an envi
able position when compared to their counterparts in developed and 
developing countries of the world. Utor (2003) and Popoola (2005) both 
confirmed that employers of labour have over time complained of low 
quality performance of librarians in Nigeria which has been a major 
concern to employers and stakeholders within the profession. Amusa 
et al. (2013) and Babalola and Nwalo (2013) both reported of a low 
performance in terms of publication output among librarians. Likewise, 
Akor (2009, 2014) found that job performance of librarian’s is at its low 
level which has subjected librarians to be tactless; making them to 
grapple with problem after it arises. However, other studies have 
observed a moderate level of job performance among library personnel 
in academic libraries in Nigeria in terms of their quality of publications, 
skills in the use of information technology, ability to anticipate problems 
and develop solution in advance and ability to work with minimum 
supervision (Oyewole & Popoola, 2013; Nwosu et al., 2013). All these 
suggest a varying job performance among librarians to be either low or 
average. 

The need therefore of highly competent library staff that will effec
tively satisfy the information needs of the university community in this 
digital era and information explosion cannot be over emphasized. Ad
ministrators of university libraries need to find a realistic mechanism of 
enhancing the behaviors that promote effective job performance among 
its library personnel. It is these behaviors that translate into the actual 
performance needed to actualize the goals and objectives of the library. 
Such behavior can be achieved through advocating and embracing the 
whole idea of talent management among library personnel. 

Human capital is a key driver of any organization’s success story. 
Jaw et al. (2006) affirmed that human capital is the combination of 
knowledge, skills, life experiences, motivation and capability of any 

employee. Academic libraries in Nigeria need to leverage on the 
knowledge of their human capital (library personnel). This can be ach
ieved by attracting talented employees who are skilled, qualified, 
effective and highly motivated, confident to work and have the ability to 
help users explore and exploit library resources effectively. Talents from 
the perspective of an organization are human capital and all their po
tential abilities and skills. They can also be described as giftedness for 
certain and specific tasks. Talent as defined by The Chartered Institute of 
Personnel and Development (2007) consisted of those individuals who 
can influence and make a distinction to organizational performance, 
which could be through their immediate contribution or in the longer 
term by demonstrating the highest level of potential. Stahl et al. (2007) 
stated that talent refers to a particular selected group of employees, who 
are ranked at the top when it comes to performance and capabilities. 
Kehinde (2012) also attested to the reality that organizations are 
increasingly aware that rather than being inhibited by capital, they are 
normally most constrained by talent. Hence, talent is a key driver of any 
successful organization. Conclusively, talent can be used to describe the 
human resources the library will like to attract, acquire, develop and 
retain in order to achieve its objectives and goals. The act or process of 
managing potential employees is called talent management. 

Talent management is concerned with knowledge management, 
employee relationship management and workforce management. Gar
row and Hirsch (2008) opined that talent management is about doing 
things for your finest people, investing in developing them, building 
their potential and assisting identified people within the organization to 
make the best use of their strength. Likewise, Van Djik (2008), Thun
nissen et al. (2013) and Moza et al. (2020) all argued that talent man
agement is a logical process that describes dynamic interaction between 
many functions and process. In other words, some practices must be in 
place for managing talents sequentially. This includes, creating talent by 
planning the future talent supply, calibrating talent by measuring it 
according to specifications, cultivating talent through mentor develop
ment, leveraging talent through motivation and caring for talent 
through personal wellness. In a nutshell, talent management within the 
scope of the library must entails a systematical approach meant to 
formalize the mechanism of sourcing (finding talent), screening (sorting 
of qualified and unqualified candidates), selection (evaluation/testing, 
interviewing), on-boarding (offer/acceptance), deploying (assigning 
role and responsibility) and retaining (keeping the talent that contrib
utes to the success of the library), through motivation (increase the level 
of enthusiasm) career progression (series of career success) and suc
cession planning (developing alternate). 

Davis et al. (2007) stated that talent management is considered 
necessary when the organization likes to build winning teams which will 
be formed by talented people. In other words, such organization will use 
this individual or teams of employee to tackle issues that seem difficult 
and complex to handle within the organization. For instance, if there is a 
technical problem within any department in the library, there is a team 
or individuals to solve such problem just because they are competent 
and experienced or familiar with that field. In that way, the goal of talent 
management is achieved. 

Considering the above key issues in this study; job performance and 
talent management, it could be envisaged that a properly planned talent 
management strategy could result into an effective job performance. In 
other words, when an employee is given an opportunity to be mentored, 
trained, rewarded, recognized, motivated and empowered to carry out 
some leadership role it could help enhance and improve the pattern in 
which librarians believe in their ability to attain and achieve a specific 
result or goal. Based on this assumption, the researcher intends to 
examine the existing relationship between talent management and job 
performance of librarians in university libraries in South-West, Nigeria. 
The outcome of this undertaking could among other things result in the 
development of programmes that could inspire talent management 
practices in academic libraries with the aim of enhancing job perfor
mance among librarians. 
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Theoretical framework 

This study focuses on talent management and job performance 
among a defined set of workforce which are professional librarians in 
university libraries in Nigeria. A number of frameworks have been 
developed with regard to the issue of translating talent into improved 
performance among employees and workplaces. Emerging theories in 
talent management with focuses on performance of employee within a 
workforce was considered in this study. Three theories formed a 
pathway to the key variables (talent management and job performance) 
in this study. Namely, resource based theory, talent based theory and 
talent DNA. In pursuance of the literature on talent management and job 
performance of librarians in university libraries in Nigeria, this study 
identified the following gaps: the first areas of concern are that most 
available literature focused on talent management in organizations 
while little or no detailed study has been done to address the talent 
management and job performance of librarians in university libraries in 
Nigeria and sub Sahara Africa. Another area of complaint in the litera
ture is that there exists a replete of studies on talent management in 
relation to other variables; however, there is a research gap with regards 
to job performance in the librarianship profession and geographical 
scopes. 

Resource-based view theory 

The concept of resource-based was introduced by Barney (1991). His 
view was to address the limitations of environmental models of 
competitive advantage and also to provide a link between diverse re
sources controlled by an organization, interaction of the resources 
within an organization. Barney classifies these resources into three 
categories; physical capital resources, human capital resources and or
ganization capital resources. 

The resource-based view theory is related to organization through 
strengthening the often-repeated statement from the field of strategic 
human resource management that people are highly important assets to 
the success of the organization. In order words, this school of thought 
believes that talent is a vital resource that any organization should invest 
to achieve its competitive advantage. The implication of this is that 
talent must be identified, attracted, developed and managed in univer
sity libraries and at the same time considered critical in achieving a 
competitive advantage. Collins and Porras (1994) urge the development 
and nurture of employees within a supportive strong culture. Effective 
job performance of librarians’ remains germane to the goals and ob
jectives of libraries in this era of information explosion. There is the need 
for university libraries to invest in talent development to continuously 
increase value in librarians’ performance. The scope of competitive 
advantage has taken a shift whereby, literature has acknowledged that 
the internal resources have a crucial role to play in the performance of 
the organization (Rabii, 2015). 

The resources based view theory sustains organization resources in 
the form of knowledge and skills that people bring to the organization. 
According Peteraf and Bergen (2003) the resource-based view entails 
rival, competitors or related organizations competing on the basis of the 
heterogeneity and immobility of their resources and capabilities. In 
other words, there is a continuous competition among university li
braries across the globe and environment to remain relevant and at the 
same time able to meet the information seeking pattern of it diverse 
users. Resources can be physical, human and organizational in nature, 
and they can be used to implement value-creating strategies. However, 
the human resources remain topmost in the success of an organization. 
The resource based view theory has a distinctive way of integrating 
resources to attain success for an organization. This is obtainable 
through building a unique, hard to imitate and valuable resources. 
Competitive advantage depends on the valuable, uncommon and scarce 
resources that are inherent in the organization and talent is one of those 
rare resources. It’s essential therefore, that university libraries in Nigeria 

should give importance to developing and enhancing the competency of 
librarians through a systematic process of talent acquisition, talent 
transfer and talent sharing to gain competitive advantage and improve 
their job performance. 

Barney is of the thought that sustainable competitive advantage is 
within reach when organizations have a human resource pool which 
cannot be imitated or substituted by rivals. In other words, in the context 
of this study, the management of university libraries in Nigeria should 
persistently appraise their workforce to guarantee that they have the 
right people with the right skills, attitudes, competiveness and compe
tencies in the right places to ensure sustained competitive advantage. 
Anything short of this should propel the managers and stakeholders in 
university libraries to make-up for the shortfall by acquiring talent 
needed from the competiveness and success in the library. The caliber of 
people employed and attracted determines the library’s strength or 
weakness. 

Talent based theory 

Talent-based theory postulates that talent is the only resources that 
provides and enable sustainable competitive advantage in an organiza
tion and therefore, its attention and decision making should focus pri
marily on talent and the competitive capabilities derived from it 
(Roberts, 2008). Talent resides in and with individual persons; an or
ganization merely integrates the individually owned talent by providing 
structural arrangements of co-ordination and co-operation of specialized 
talent workers. That is, the organization focuses on the organizational 
processes flowing through these structural arrangements, through which 
individuals engage in talent creation, storage, and deployment (Roberts, 
2008). Base on this simple premise, the talent based theory is considered 
a useful explanatory tool for investigating the talent management 
practices and job performance of librarians in university libraries. 
Mechanism put in place to facilitate effective talent sorting of librarians 
will be understudy within this study. To attain an efficient job perfor
mance among librarians, university libraries must support the processes 
of branding, attracting, recruiting, engaging, developing and rewarding 
identified individuals who possess the needed talent and job skills to 
achieve the goals and objective of the library. According to Mulului and 
Muathe (2017) the talent based view theory, gives importance to 
developing and enhancing the competency of the employees of an or
ganization through a systematic talent management process. In other 
words, university libraries must adopt a systematic functional talent 
management system within the library, which has the ability to capture, 
sort and identify essential and potential librarians who are talent and 
have rare ability that can influence positively the overall performance of 
other librarians in the library. 

Talent DNA 

Shravanthi and Sumanth (2008) proposed a talent management 
model that seeks to create a roadmap to realize the organizational ob
jectives. The model is based on the concept of “DNA” that has three 
components: identification of key roles, identification of competencies 
required for key roles and talent. This cycle can be achieved through the 
creation of a database of competencies. It provides a mechanism to make 
accurate decision on talent need. Talent DNA is the building block that 
serves as a link among various talent management processes such as 
career planning, training, retention, development and performance 
management, etc. the implication of this for university libraries in 
Nigeria is that managers/stakeholders of libraries must consider 
adopting a comprehensive knowledge based system that has the ability 
to identify and sort for talents within and out of its workforce and the 
position and roles where those identified talent will be needed are 
captured in this system. Talent management is a continuous process that 
plans talents needs, attracts the very best talent, speeds time to pro
ductivity, retains the highest performers, and enables talents mobility 
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across the organization. In order to successfully balance the notion of 
talent supply with its demand, there must be notion of talent supply with 
demand; there must be a match between capabilities and needs (Shra
vanthi & Sumanth, 2008). Talent management focuses on enhancing the 
potential of people by developing capacities. Capacities are the basic 
DNA of an organization and also of individual potential. Consequently, 
this study seeks to determine the various capacity programmes or 
mechanisms that university libraries in Nigeria have been able to put in 
place over the years to promote talent management, among them human 
capital (librarians). The point of departure for the DNA model is to 
translate the organization’s vision into goals and mapping the compe
tencies to achieve goals. University libraries in the context of Nigeria 
have to assess talent so as to profile the level of capabilities. They must 
invest on librarians’ growth to meet and accept varied incremental and 
transformational roles in an overall scenario of acknowledged need for 
change which translate to high job performance. Hence, talent DNA 
theory is suitable for this study because of its focus on how talents are 
identified, competencies needed for different roles within the libraries 
are identified and a compact talent based system with an enhance 
database that captures the totally of identified talent and roles is 
established for the common purpose of achieving the goals and objec
tives of libraries. Consequently, talent DNA consists of three component 
which is the lifecycle of this model (capability, role and talent). Thus, 
University libraries in Nigeria require a skillful and capable talent pool 
which is essential for its organizational development. The library has 
different roles and it’s the responsibility of managers of library to search 
for talent who are fit to take up such position. Finally, the identified 
talents must fulfill and possess all educational, skill, experience and 
competences need as related to their work responsibilities. 

Literature review 

Training and development 

One of the distinctions of a successful talent management pro
gramme is the creation of “talent pools” within an organization, which 
provides a reliable and consistent internal source of talent. The devel
opment of talent pools make it easier to train and develop desirable skills 
and traits in a broader group of employees which results in improvement 
of performance across functions and levels (McGarrity, 2007). Training 
can be treated as an investment in organizational human assets. But 
development activities can be agreed and targeted; participants must 
have a firm grasp of the areas in which they have strengths and those 
they need to develop (Atkins et al., 2004). However, the biggest concern 
with development seems to be attrition and the way this organization 
deals with the attrition problem is getting employees to share develop
ment cost (Cappelli, 2009). 

Employees invest in human capital after the start of employment, 
and normally this investment is called training, provided either by the 
firm itself on the job, or acquired by the worker (and the firm) through 
vocational training (Garibaldi, 2006). It can be expected that the in
vestments of libraries in both technical and non technical training will 
have a positive impact on the extent to which it actually succeeds in 
developing the skills/knowledge of its employees. Successful organiza
tion around the world are aware that the provisions they make for 
training and development activities is in the ability to attract and retain 
the best employees for their organization (Bassi & Buren, 1999). It is 
therefore imperative that libraries as an employer provide opportunities 
for their workforce to learn. A proactive development schemes will not 
only improve the capabilities of a team but will also motivate staff and 
subsequently engender a more loyal employee set (Kyndt et al., 2009). 
Uwem (2003) opined that the primary objective of any professional 
training is not just head knowledge of management skills, but rather 
how this theoretical concept can be translated to meet users’ needs in a 
practical way. Simmons-Welburn and William (2003) investigated the 
organizational entry and sense-making of new librarians in academic 

libraries. Result revealed that nearly all libraries surveyed had a formal 
orientation for newcomers. Edoka (2000) in a similar study submitted 
that orientation enables new employees to start work smoothly in the 
library. Furthermore, Olorunsola (2000) conducted a study of staff 
opinion on job rotation at the University of Ilorin library. The reaction to 
job rotation was generally positive. The study recommended that man
agers should consider the introduction of job rotation in the library 
which is an effective means of staff development. Further, Jain (1999) 
reported the findings of the study of on the job training in Botswana 
National Library Service. The study found out that information tech
nology was one of the main needs identified. Agaja, 1999 revealed that 
continuing education for librarians in Nigerian university libraries often 
takes place through conferences, workshops, seminars, or in-service 
training. He further reported that seminars provide opportunities to a 
group of academic libraries who meet to discuss problems or contem
porary issues on recent developments in the Nigerian library. 

Aguolu and Aguolu, 2002 articulated the issue of professional edu
cation and training required of practitioners is contentious in every 
profession. They stated that Libraries are embedded in the cultural 
process and are part of the foundation of a civilized life. Providing access 
to the records of civilization and culture requires well-educated librar
ians with appropriate knowledge. They emphasize the idea that modern 
technology has improved information handling, facilitated learning and 
research, and brought new perspectives on the librarian’s role. Smith 
(2002) investigated the pattern of staff development activity within 
Australian libraries, findings revealed a commitment to staff develop
ment that is strategic. Many of the libraries studied have formal policies 
and organized staff development programmes. Conclusively, a finding 
from a study on assessment of personnel training needs in the Ibrahim 
Babangida Library, federal University of Technology (IBL, FUT), Yola, 
Nigeria by Abba and Dawha (2009) revealed that on-job-training pro
grammes are needed by a large majority (81.2%) of library personnel in 
the study. Majority (80%) of the respondents needed informal training 
programmes. Finally, funding (100%) was found to be a major factor 
inhibiting training. 

Recruitment and selection 

Any process for which the library seeks applicants and attracts po
tential employees is called recruitment; and the process of selection in 
the library should entail identifying those applicants with the knowl
edge, skills, abilities, and other characteristics that will help it achieve 
its goals. The overall aim of the recruitment and selection process is to 
obtain at minimum cost of the number and quality of employees 
required to satisfy the human resource needs of the organization 
(Armstrong, 2003). Hiring capable people is an attractive point of de
parture in the process, but building and sustaining a committed work
force is more likely to be facilitated by the employment of a range of 
sophisticated human resource management infrastructures (Chew, 
2005). Often, talent management processes assume that most, if not all 
of an organization’s talent needs will be recruited from the outside. 
Critical talent needs can be met by utilizing or redeploying current staff 
or by using part time staff, contractors, consultants and other contingent 
workers (Bechet, 2008). The choice of recruitment method depends on 
the vacancy to be filled, but the elements of studying the job and the 
applicants, comparing what each has to offer against the demands of the 
job and subsequently following up the selection, are common to all 
methods (Ungerson, 1983 cited in Arthur, 2006). 

Coaching/mentoring 

Michaels et al. (2002) attributed great importance to coaching as a 
part of the new paradigms of development and they are supported by 
Thach (2002) who found coaching to be a great improver of effective
ness. Employees need knowledge of their strengths and consequently the 
areas where they can improve to be able to develop in the best possible 
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manner. Further, there is also a chance of derailment of highly talented 
people if no feedback is given, and then the lack of these practices be
comes directly harmful to a business. Michaels et al. (2002) noted that, a 
manager builds self esteem in the high-potential employee by offering 
praise, encouragement and support and by believing in the employee’s 
ability to achieve above everyone’s expectations. However, the mentor’s 
role also requires the communication of painful feedback, but from the 
mentor position a bigger picture should be visible so that further 
encouragement and advise on how to develop from the source of the 
feedback can be initiated. 

Mentoring should be viewed as an important supplement to on-the- 
job training. It provides new librarians with a nurturing, ongoing rela
tionship which helps overcome the anxiety that nowadays accompanies 
the tenure and promotion process. A new librarian should be informed of 
the availability of mentoring when he/she is hired, and is paired with a 
mentor soon thereafter. Mentoring is a developmental training process 
on the job that enables sharing of knowledge, skill and experience. 
Different mentoring programmes exist. Some organizations adopt the 
formal while others adopt the informal mentoring systems. On whether 
Nigerian university libraries practice mentoring among librarians (i.e. 
the state of mentoring in Nigerian universities libraries). The findings of 
a study conducted by Bello and Mansor (2013) showed that mentoring 
practices (programmes) exist in all libraries and mentoring practices in 
the libraries have existed for six years or more. The study revealed that 
majority of the libraries used one model of mentoring while a few 
preferred the combination of two or three models. It further revealed 
that the use of mentoring in the libraries may be attributed to the de
mographic profile of the respondents. 35% of the respondents were in 
lower cadre, which means that perhaps they have less professional 
experience. Besides, 50% of the respondents were of middle-age (less 
than 46 years of age) compared to the 24% at 46 years of age or more. 
On the types of mentoring programme practices obtained in Nigerian 
university libraries (i.e. what mentoring programmes are practiced by 
the librarians of Nigerian university libraries), the findings of the study 
of Bello and Mansor (2013) cited above showed that five main models of 
mentoring programmes were in use and mentoring activities span an 
average of two years. The supervisory model of mentoring was the most 
popular even though some of the respondents indicated that their li
braries combined two or three models. The supervisory mentoring 
provides unlimited frequency of contact and interaction between men
tors that tend to augment continuous communication. Learners could 
easily overcome doubts and gain faster mastery of process as well as 
demystify cataloguing entirely. Effective mentoring is observed to assist 
librarians with diverse backgrounds growing in the profession (Zhang 
et al., 2007). 

Talent management and job performance in libraries 

Employees are well thought-out as the most valuable capital for 
every organization and the performance of each one of them is efficient 
for the organization’s performance as a whole (Kazemi & Hojatolah, 
2010). There is no hesitation that different organizations aim to achieve 
high level of job performance, where efficiency and effectiveness of the 
organization’s performance depends on the human element effective
ness. This requires the development, maintaining, achieving the inte
gration and balance with the organization where they work to achieve 
satisfaction and commitment on permanent basis, and growing their 
ingenious energies are some of the factors that help workers to achieve 
the organization’s objectives in an integrated manner (Al-Sherif, 1995). 

High employees’ performance depends on number of factors but 
once no value is placed on the factor, it will not affect employees’ per
formance. Each organization will constantly strive to have the right 
number and kinds of people at the right place and right time who are 
capable of effectively and efficiently completing the work required so 
that the organization can achieve its overall objectives. However the 
employees are to be trained from time to time, for competent employees 

will not remain competent forever. The training will empower the em
ployees with up to date skills and knowledge. The high performance 
depends on both ability and motivation and retains the employees who 
are performing at high levels within an organization. 

Furthermore, retaining top talent remains a primary concern for 
many organizations today. Critical analysis of workforce trends, points 
to an imminent shortage of highly-skilled employees who possess the 
requisite knowledge and ability to perform at high levels. In conse
quence, those organizations failing to retain high performers will be left 
with an understaffed, less qualified workforce that ultimately hinders 
their ability to remain competitive (Rappaport et al., 2003). Employers 
seek to retain high performers and replace low performers with workers 
who bring greater skills and abilities to the organization. 

In addition, staff development is a significant factor for achieving a 
high level of job performance among librarians. It can be regarded as 
series of activities an organization put in place in order to assist its staff 
members acquire the skills and knowledge necessary for efficient and 
effective performance of jobs and responsibilities in the organization 
(Banta, 2008). Therefore, staff development is the provision of skills to 
enable staff members effectively performs their jobs. The types of staff 
development programme include; simple orientation programme, 
organized visit, seminars and conferences, participatory management, 
internal training programmes, formal professional library education and 
short courses (Ifidon and Ifidon, 2007). Mohammed (2010) posited that 
all these training programmes can help both professional and para- 
professional staff to be current with new knowledge and development 
in the field. It then follows that, the more staff undergoes staff devel
opment programmes, the more committed they are to job performance. 
To collaborate this, Okozor (2007) reported that poor implementation of 
the in-service training programme affected workers’ productivity in 
Anambra, Ebonyi and Enugu states public libraries in Nigeria. 

Saka (2008) studied staff development in relation to job performance 
in selected academic libraries, University of Maiduguri, using 30 staff as 
sample size and found a significant relationship between educational 
qualification and job performance as well as a high correlation between 
training programme and job performance. There was no significant 
relation between job satisfaction and job performance in selected aca
demic libraries. In another study, Mbagwu and Nwachukwu (2010) 
examined the training, development programmes and its effects on 
professional and Para-professional staff in FUTO library using descrip
tive statistics. It found that induction and orientation, on-the-job 
training, workshop, seminars and conferences; simulation and exten
sion training are the kinds of training and development available in 
FUTO library. The study revealed that training and development 
enhance job performance as majority of the respondents affirmed that 
job performance is above average after they had undergone training. 
Adomi and Famola, 2012 investigated training and development of 50 
cataloguers in National Library of Nigeria, Abuja. Questionnaire was 
used to collects data. The study found that staff development and 
training improve quality of library staff service delivery and it enhances 
job satisfaction and staff competence. 

In a study conducted by Saka and Huruna (2013) on the relationship 
between staff development and job performance of staff in branch li
braries, University of Maiduguri out of four null hypotheses of no sig
nificant relationship between formal education; Seminars/Conferences, 
workshop and job performance of library staff; only formal education 
tends not to have significant relationship with job performance of staff in 
branch libraries. The fourth hypothesis shows that the four variables of 
staff development were highly correlated with job performance. 

Research methodology 

Research design 

The survey research design of a correlational type was adopted for 
this study. Correlational survey design involves collecting data to 
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determine whether a significant relationship exists between two or more 
variables. The exploration of relationship between Talent management 
and job performance of librarians in university libraries in South-West, 
Nigeria will provide insight into the nature of the variables themselves 
as well as an understanding of their relationships. The main aim of using 
a correlational research design for this study was that it determined the 
nature, degree and direction of relationship between Talent Manage
ment and job performance of librarians. Academic librarians in uni
versity libraries in South-West, Nigeria constitute the population for this 
study. During the commencement of this study, the number of accredi
ted universities is forty-four as last approved by Nigeria University 
Commission. This was obtained on its official website (NUC, 2018). 
However, only 36 out of the actual 44 universities in South-west, Nigeria 
are fully operating on their mandate to provide teaching, conduct 
research and provide services to the society at large. 

The total population of academic librarians in university libraries in 
South-West Nigeria is 364. This figure was retrieved from the human 
resources department of all the listed university in this study and 
reconfirmed when the questionnaires were administrated. The totality 
of librarians in South-West, Nigeria formed the population of this study. 
Hence, the total enumeration technique was used to cover all the 364 
librarians basically because of the homogeneity of the population and 
sufficient resources are available to carry out this study. This means the 
totality of the identified librarians in the universities was included in the 
study. 

Instrument of data collection 

The instrument that was used in collecting data for this study was a 
structured questionnaire titled “Talent Management and Job Perfor
mance of Librarians” (TMJPL). The questionnaire was constructed in a 
simplified way with questions targeted towards obtaining facts on 
Talent Management practices in the library and the level of job perfor
mance among librarians. The questionnaire was used in order to have 
common and structured questions in achieving the set objectives and to 
afford the respondents convenient time to respond to the question. The 
questionnaire was divided into five sections; A, B, C and D. These sec
tions of the questionnaire as well as the measurement scales are outlined 
below: 

Section A: Demographic information of the librarians such as age, 
gender, working experience, highest academic qualification, name of 
institution, Department. This section was developed by the 
researcher 
Section B: 32 items Talent Management Scale was self developed by 
the researcher which was based on reviewed literature consulted in 
the field of knowledge management, people’s management and 
Human resources management. The option of choices followed a 4- 
point Likert like Scale of Strongly Agree = 4, Agree = 3, Disagree 
= 2, strongly Disagree = 1. Typical examples of the items are: 
“Available training match with my job”, “My salary package is 
adequate for my level”, etc. The reliability coefficient of the scale was 
0.830 
Section C contains 20 items on Job Performance rating scale devel
oped by Oyewole and Popoola (2013). It is a 5-point scale instrument 
designed to measure the level of job performance of library 
personnel. This instrument was administered among two groups 
namely; all professional librarians working in library and librarians 
who occupy managerial positions in the library such as the university 
librarians and heads of section/department. The first group which 
was made up of all professional librarians was required to personally 
assess their job performance individually based on the items in this 
section. Also, the second group was librarians in the managerial 
cadres (University Librarian and heads of sections/departments and 
others) who occupy managerial position in the library. They 
appraised the actual level of job performance among librarians 

working under their leadership and supervision. The questionnaire 
measured the job performance of librarians in university libraries in 
South-West Nigeria. Examples of the items include “skills in the use 
of information technology”, “ability to provide leadership”, punc
tuality and regularity to work etc. the respondents are to assess li
brary personnel on a 5 scale levels of assessment viz.: Excellent = 5, 
Very good = 4, Good = 3, Fair = 2 and Poor = 1. The reliability 
coefficient of the job performance was 0.973 
Section D: Contains 11 items on factors affecting talent management 
practices in libraries. It was self developed by the researcher and was 
generated by detail observation and review from literature. Re
spondents are to tick as appropriate. 

Validity and reliability of the instrument 

The validity of an instrument is tested to ensure that it accurately 
measures the constructs it is designed to measure. Reliability test on its 
part was conducted to ensure consistency in the instruments developed 
for this study. Standardized questionnaire was adapted for items on job 
performance. Job performance rating scale by Oyewole and Popoola 
(2013) was the choice of the researcher. Also, a self-developed ques
tionnaire by the researcher was used for other constructs of this study 
while the content of the self-designed instrument was scrutinized to 
ensure that it measures and achieves the stated objectives. 

The questionnaires were vetted for construct and face validity using 
expert review and. Thereafter, a pre-test of the questionnaire was con
ducted among thirty library personnel from Kogi State University, 
Anyigba, Nigeria which were not included in the study. The research 
instrument was validated using the Cronbach Alpha test to determine 
the reliability of the two main constructs (talent management practice 
and job performance) in the correlation instrument. The reliability result 
for the constructs was accepted if its reliability coefficient is greater than 
or equal 0.60 by the rule of thumb but if otherwise, it will be rejected for 
further improvement of the items of the main construct. The results of 
the Cronbach Alpha test for the two constructs are talent management 
(0.83) and job performance (0.97). 

Data collection procedure 

The researcher and five (5) well trained research assistants were used 
to administer the questionnaire for a period of two and half months. The 
questionnaire was distributed individually to each respondent physi
cally. A period of two weeks was given to the respondents for the 
retrieve of the questionnaire obtained. The researcher trained the 
research assistants to ensure proper administration of the questionnaire. 
The purpose of the study was duly explained to the respondents and 
participants were assured of the confidentiality of the information they 
provide. 

In total three hundred and sixty four copies of the questionnaire were 
administered on all university librarians from seven federal universities, 
eight state universities and twenty-one private universities. Two hun
dred and seventy seven of the three hundred and sixty four copies of the 
questionnaires administered were retrieved. They were correctly filled 
and found useful, thereby giving a response rate of 76.1%. Also, a total 
of one hundred and thirty copies of the questionnaire were administered 
to librarians who hold managerial position in the library such as the 
university librarians and head of department/sections. A total of one 
hundred and five copies of the questionnaires (representing 80.8% 
response rate) were returned and found usable for data analysis. 

Methods of data analysis 

The data collected was analyzed using percentages mean and stan
dard deviation and Pearson Product Moment Correlation. Responses 
from the questionnaire were coded and analyzed using the Statistical 
packages for the Social Science Software (SPSS. V21). 
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Data analysis, results and discussion of findings 

Results in Table 1 shows that 51% of respondents were male, while 
48% were female. All these indicated that both gender were fairly rep
resented in the study except that in each case, majority of the re
spondents were male. 

Analysis of the respondents by age indicated that majority of the 
respondents were between the age range of 40–49 (43.5%). This was 
closely followed by those within the age range of 30–39 (29.5%). The 
other respondents fall within the age range of 50–59 (20.7%), 20–29 
(5.2%) and 60 years and above (1.1%). Further, analysis of the re
spondents by years of working experience indicated that majority of the 
respondents (25.7%) fall within 6–10 years of experience while 22.6% of 
the respondents said they had worked for between 11 and 15 years. This 
was followed by 20.6% of the respondents who have been on the job for 
1–5 years, 13.6% of them have worked for between 16 and 20 years, 
10.1% of the respondents had worked for between 21 and 25 years, 5.8% 
of the respondents had worked for between 26 and 30 years and 1.6% of 
the respondents had worked for 31–35 years. This result implies that 
majority of the respondents had moderate working experience. 

In addition, Table 1 also shows that 25.5% of the respondents that 
participated in this study are within the status of Librarian II; 20.4% are 
within the status of Librarian I, 15.3% are Assistant Librarians, 14.5% 
are Senior Librarians, 7.3% are Deputy Librarians and 6.5% are Uni
versity Librarians. This result revealed that the staff structure of the 
universities is bottom heavy as majority of their personnel falls between 
Librarian II and I, cadres meant for new entrants into the profession. The 
qualification for cadres of librarian I, II require a minimum of a bachelor 
degree in Library and information science or related study while a 
minimum of Masters Degree in Library and information science with 
years of experiences qualifies for the position of senior, deputy and 
university librarian. 

Analysis of the academic qualification of the respondents revealed 
that 46.9% of them possessed either a MLIS/MLS/MIRM and this was 
followed by those who possessed an MPhil (22.5%). The percentage of 
respondents with PhD amounted to 12.4% while those who possessed 
BLIS/BLS and others were 10.5% and 7.6% respectively. This result 
implies that majority of librarians working in the university libraries in 

South-West, Nigeria are well educated with at least, an additional higher 
degree. This can suggest that librarians working in university libraries 
are competent and skillful on their job based on their educational 
background and wealth of experience in library and information 
management. 

Research Question One: What is the level of job performance of 
librarians in university libraries in South-West, Nigeria? 

Table 2 shows the level of job performance of librarians in university 
libraries in South-West, Nigeria. Considering the result obtained, the 
rating of the level of job performance of librarians based on individual 
self assessment is as follows; almost all the librarians believe they have 
the ability to perform library routines (mean = 3.6); majority of them 
feel they contribute to the overall development of the library (mean =
3.5); a good number of the respondents believe they meet the approved 
goals of the section where they work in the library (mean = 3.4). again, 
majority of them feel they have the ability to work with Co-workers 
(mean = 3.3); attend promptly to requests from clients (mean = 3.3); 
contribute to the overall development of the university (mean = 3.3); 
rated their assessment of the quality of work they perform high (mean =
3.3); performing work schedule on time (mean = 3.3); ability to work 
with minimum supervisor (mean = 3.3). Furthermore, a good number of 
the respondents believe they have good communication skills (mean =
3.2); coordinating ability (mean = 3.2); creativity and diligence at work 
(mean = 3.2), ability to provide leadership (mean = 3.2) and able to 
assess the quantity of work performed (mean = 3.2). Also, a large 
number of the respondents belief they are punctual and regular at work 
(mean = 3.1), perform administrative duties (mean = 3.1) and are able 
to perform competently under pressure (mean = 3.1). A slightly above 
average number of respondents admitted to meeting minimum 
requirement for promotion (mean = 3.0). However majority of the re
spondents feel they have a fair skill in the use of information technology 
(mean = 2.7). 

In order to further ascertain the level of job performance of librarians 
based on their individual rating an indepth analysis was conducted. The 
total or maximum scoring of the scale obtainable is 5 × 20 (number of 
items) = 100. Therefore, the score of 1–30 indicates low job perfor
mance, 31–60 is moderate job performance and 61–100 indicates high 
job performance. Hence, the result reveals that about 36.9% of the re
spondents rated their job performance high, 63.1% rated moderate 
while none of them rated low their job performance. This implies that 
most of the librarians believe they have a moderate level of job 
performance. 

Managerial librarian rating of librarians’ job performance 

Librarians at the managerial cadre in the library consisting of the 
university librarians, heads of department/section and other supervising 
librarians were asked to rate the general job performance of librarians. 
The rating of the managerial cadre librarians on the level of job per
formance among librarians working in their respective university li
braries is as follows: majority of the respondents believe that librarians 
have a good ability to perform library routine (mean = 3.6); contribute 
to the overall development of the library (mean = 3.6); meet approved 
goals in their sections/department (mean = 3.3); contribute to the 
overall development of the university (mean = 3.2); performing of work 
schedule on time (mean = 3.1); assessment of quality of work performed 
(mean = 3.1); ability to provide leadership (mean = 2.9); coordinating 
ability (mean = 2.8); ability to attend promptly to requests from clients 
(mean = 2.8). Ability to work with minimum supervisor (mean = 2.8); 
ability to work with Co-workers (mean = 2.7) and lastly, ability to work 
with minimum supervision (mean = 2.7). However, majority of the 
managerial cadre librarians feels that most librarians in university li
braries have a fair level of job performance on their ability to perform 
competently under pressure (mean = 2.6); creativity and diligence at 

Table 1 
Demographic information on the distribution of respondents.  

Demographics Classification (n = 277) (%) 

Gender Male 142 (51.3) 
Female 135 (48.7) 

Age 20–29 14 (5.2) 
30–39 80 (29.5) 
40–49 118 (43.5) 
50–59 56 (20.7) 
60+ 3 (1.1) 

Work experience 1–5 53 (20.6) 
6–10 66 (25.7) 
11–15 58 (22.6) 
16–20 35 (13.6) 
21–25 26 (10.1) 
26–30 15 (5.8) 
31–35 4 (1.6) 

Job status University Librarian 18 (6.5) 
Deputy Librarian 20 (7.3) 
Principal Librarian 29 (10.5) 
Senior Librarian 40 (14.5) 
Librarian I 56 (20.4) 
Librarian II 70 (25.5) 
Assistant Librarian 42 (15.3) 

Qualification BIRM/BLS 29 (10.5) 
MLIS, MLS, MIRM 129 (46.9) 
MPhil 62 (22.5) 
PhD 34 (12.4) 
Others 21 (7.6) 

Bold data represent the frequency of the respondents. 
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work (mean = 2.5); communication skills (mean = 2.4); punctuality and 
regularity to work (mean = 2.4); meeting minimum requirement for 
promotion (mean = 2.3); ability to anticipate problems and develop 
solution (mean = 2.3); skill in the use of information technology (mean 
= 2.2) and ability to perform administrative duties (mean = 2.2). 

In order to further ascertain the level of job performance of librarians 
based on managerial librarians rating an indepth analysis was con
ducted. The total or maximum scoring of the scale obtainable is 5 × 20 
(number of items) = 100. Therefore, the score of 1–30 indicates low job 
performance, 31–60 is moderate job performance and 61–100 indicates 
high job performance; about 46.7% of the respondents believe librar
ians’ job performance was high, 53.3% were rated moderate while none 
was rated low. This means that majority of the managerial librarians 
believe that librarians in university libraries have a moderate level of job 
performance. This result further supports the earlier findings on level of 
job performance of librarian based on individual rating. Hence, it can be 
concluded that librarians job performance in university libraries in 
south west, Nigeria is a moderate level (Table 3). 

Research Question Two: What is the talent management practices 
employed in university libraries and its level of involvement in 
South-West, Nigeria? 

Librarians were asked to indicate the talent management practices 
employed in the library where they work. Results in Table 4 show that 
all the listed talent management practices were employed in university 
libraries in South-West, Nigeria. However, training/retraining (96.8%) 
was the highest talent management practice employed in university li
braries in South-West, Nigeria. This was closely followed by mentoring 
programmes (96.06%), then recognition/promotion (94.6%), coaching 
(91.3%), Deploying/Redeploying (89.5%), assessment of work duties 
(83.4%), staff engagement (76.5%), feedback on performance (76.2%), 
leadership development (69.3%), workforce planning (67.1%), 
compensation (62.5%), library linkage (61.0%), branding of library job 
(60.3%), career planning (53.1%) and succession planning (46.6%). 
This result implies that to a large extent, talent management practices 
are employed in managing librarians in university libraries in South- 
West, Nigeria. However, the least talent management practice 
employed was succession planning. 

Table 2 
Job performance of librarians based on individual librarian rating.  

Statement on job performance Excellent 
F (%) 

Very Good 
F (%) 

Good 
F (%) 

Fair 
F (%) 

Poor 
F (%) 

Mean Std dev 

Ability to perform library routine. 48 (17.8) 80 (29.6) 118 (43.7) 24 (8.9) 0  3.6  0.9 
Contribution to the overall development of the library 43 (15.9) 94 (34.7) 100 (36.9) 32 (11.8) 2 (0.7)  3.5  0.9 
Meeting of approved goals of his/her section (e.g. cataloguing, reference, circulation, etc.) 41 (15.0) 84 (30.8) 106 (38.8) 38 (13.9) 4 (1.5)  3.4  1.0 
Ability to work with co-workers. 40 (14.8) 62 (23.0) 105 (38.9) 61 (22.6) 20 (0.7)  3.3  1.0 
Ability to attend promptly to requests from clients. 38 (14.0) 55 (20.3) 12.5 (46.1) 46 (17.0) 7 (2.6)  3.3  1.0 
Contribution to the overall development of the university. 42 (15.4) 46 (16.9) 142 (52.2) 41 (15.1) 1 (0.4)  3.3  0.9 
Assessment of quality of work performed. 39 (13.2) 47 (20.6) 129 (48.9) 50 (15.8) 5 (1.5)  3.3  0.9 
Performing work schedule on time. 36 (13.1) 61 (22.3) 124 (45.3) 46 (16.8) 7 (2.6)  3.3  1.0 
Ability to work with minimum supervision. 40 (14.6) 60 (21.9) 112 (40.9) 59 (21.5) 3 (1.1)  3.3  1.0 
Communication skills. 40 (14.7) 48 (17.6) 106 (38.8) 76 (27.8) 3 (1.1)  3.2  1.0 
Coordinating ability. 31 (11.4) 58 (21.2) 109 (39.9) 73 (26.7) 2 (0.7)  3.2  1.0 
Creativity and diligence of work 33 (12.1) 63 (23.1) 108 (39.6) 64 (23.4) 5 (1.8)  3.2  1.0 
Ability to provide leadership. 29 (10.6) 69 (25.3) 104 (38.1) 67 (24.5) 4 (1.5)  3.2  1.0 
Assessment of quantity of work performed. 36 (14.4) 56 (17.4) 133 (47.8) 43 (18.5) 4 (1.9)  3.2  1.0 
Punctuality and regularity to work. 40 (14.7) 45 (16.5) 97 (35.5) 89 (32.6) 2 (0.7)  3.1  1.0 
Ability to perform administrative duties. 38 (14.0) 45 (16.6) 95 (35.1) 89 (32.8) 4 (1.5)  3.1  1.1 
Ability to perform competently under pressure. 28 (10.3) 55 (20.1) 120 (44.0) 63 (23.1) 7 (2.6)  3.1  1.0 
Ability to anticipate problems and developed 28 (10.2) 51 (18.6) 107 (39.1) 84 (30.7) 4 (1.5)  3.1  1.0 
Meeting minimum requirement for promotion. 36 (13.1) 41 (15.0) 93 (33.9) 102 (37.2) 2 (0.7)  3.0  1.0 
Skills in the use of information technology 26 (9.5) 37 (13.6) 67 (24.5) 127 (46.5) 16 (5.9)  2.7  1.1 

F = frequency, % = percentage, std. dev = standard deviation. 

Table 3 
Managerial librarian rating of librarians’ job performance.  

Statement of job performance Excellent 
F (%) 

Very good 
F (%) 

Good 
F (%) 

Fair 
F (%) 

Poor 
F (%) 

Mean Std. deviation 

Ability to perform library routine 8 (7.6) 47 (44.8) 47 (44.8) 3 (2.9) 0  3.6  0.7 
Contribution to the overall development of the library 5 (4.8) 57 (54.3) 42 (40.0) 1 (1.0) 0  3.6  0.6 
Meeting of approved goals of his/her section 1 (1.0) 38 (36.2) 56 (53.3) 10 (9.5) 0  3.3  0.7 
Ability to work with co-workers 1 (1.0) 11 (10.5) 47 (44.8) 46 (43.8) 0  2.7  0.7 
Punctuality and regularity to work 0 6 (5.7) 29 (27.6) 69 (65.7) 0  2.4  0.6 
Ability to attend promptly to requests from clients 1 (1.0) 17 (16.2) 49 (46.7) 38 (36.2) 0  2.8  0.7 
Meeting minimum requirement for `promotion 0 3 (2.9) 28 (26.7) 73 (69.5) 0  2.3  0.5 
Communication skills 0 6 (5.7) 31 (29.5) 67 (63.8) 0  2.4  0.6 
Contribution to the overall development of the university 1 (1.0) 28 (26.7) 64 (61.0) 11 (10.5) 0  3.2  0.6 
Coordinating ability 0 18 (17.1) 53 (50.5) 34 (32.4) 0  2.8  0.7 
Creativity and diligence of work 0 10 (9.5) 37 (35.2) 56 (53.3) 0  2.6  0.7 
Ability to provide leadership 0 20 (19.0) 54 (51.4) 31 (29.5) 0  2.9  0.7 
Assessment of quality of work performed 1 (1.0) 26 (24.8) 59 (56.2) 19 (18.1) 0  3.1  0.7 
Performing work schedule on time 0 24 (22.9) 70 (66.7) 11 (10.5) 0  3.1  0.6 
Ability to work with minimum supervision 1 (1.0) 17 (16.2) 43 (41.0) 44 (41.9) 0  2.8  0.8 
Ability to perform administrative duties 0 1 (1.0) 20 (19.0) 82 (78.1) 0  2.2  0.4 
Assessment of quantity of work performed 0 27 (25.7) 61 (58.1) 16 (15.2) 0  3.1  0.6 
Ability to perform competently under pressure 0 12 (11.4) 39 (37.1) 53 (50.5) 1 (1.0)  2.6  0.7 
Ability to anticipate problems and develop solution 0 4 (3.8) 28 (26.7) 69 (65.7) 4 (3.8)  2.3  0.6 
Skill in the use of information technology 0 3 (2.9) 24 (22.9) 73 (69.5) 5 (4.8)  2.2  0.6  
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Similarly, analysis of the level of involvement of the talent man
agement practices employed in university libraries reveal that the level 
of involvement in the following talent management practices were at a 
moderate level in university libraries, staff engagement (67.0%) fol
lowed by training/retraining (64.7%), deploying/redeploying (66.4%), 
recruitment/selection of talent (59.3%), assessment of work duties 
(57.1%), mentoring of librarians (56.0%), recognition/promotion 
(55.6%) and feedback on performance (51.7%). However, Library 
linkage (56.1%) was rated at a low level of involvement in university 
libraries, followed by branding of library job (49.4%) and succession 
planning (45.1%). 

This result implies that none of the listed talent management prac
tices was ranked high in the level of involvement among librarians in 
South-West, Nigeria. However, staff engagement, training/retraining, 
deploying/redeploying, recruitment/selection of talent, assessment of 
work duties, mentoring, recognition/promotion and feedback on per
formance were all at a moderate level of involvement while library 
linkage, succession planning, leadership development and branding of 
library job were at a low level of involvement among other talent 
management practices employed in university libraries in South-West, 
Nigeria. 

Research Question Three: What factors affect talent management 
practices in university libraries in South-West, Nigeria? 

Table 5 shows the major factor affecting talent management prac
tices in university libraries in South-West, Nigeria. These are: poor 
funding of the library to enable proper management of library personnel 

(65.3%), this is closely followed by the constant loss of the best brains in 
the library (60.3%); libraries not encouraging constructive collabora
tion, sharing resources with other libraries (52.2%) and poor commu
nication (51.3%). However, the least factors affecting talent 
management practices in university libraries include, library headship 
not willing to differentiate his staff as top, average and under performers 
(9.7%). This is closely followed by the fact that recruitment of em
ployees in university library is solely controlled by the university library 
without the involvement of the library administrators (10.8%). Others 
are; best brain in the library have either retired or left the job (14.1%); 
senior librarians are not sufficiently involved in mentoring of junior 
colleagues (15.2%); library management does not address under
performance of employee effectively even when chronic (26.0%); li
brary management is not sufficiently committed to development of staff 
capabilities and careers (31.0%) and lastly, library management not 
having enough quality time to analyzing the talent needs of the library 
(33.6%). 

The findings revealed that poor funding, constant loss of the best 
brains, not encouraging constructive collaboration and sharing of re
sources with other libraries and lastly, poor communication were the 
major factors affecting talent management in university libraries in 
South-West, Nigeria. All the above listed factors would definitely have 
negative effects on the management of librarians in university libraries. 

Testing of hypotheses 

Hypothesis 1. There is no significant relationship between each talent 
management practices and librarians’ job performance in university li
braries in South-West, Nigeria. 

This hypothesis stated that there is no significant relationship be
tween talent management practices and job performance of librarians in 
university libraries in South-West, Nigeria. To test this hypothesis, the 
data collected on talent management and job performance of librarians 
were subjected to Pearson Product Moment Correlation analysis. Table 6 
a shows the summary of test of significant relationship between talent 
management practices and job performance. The table revealed that job 
performance had significant relationship with attraction of talent (r =
0.390, p < 0.05); training and development of talent (r = 0.396, p <
0.05); retention (r = 0.403, p < 0.05); career management (r = 0.524, p 

Table 4 
Talent management practices employed and level of involvement in university 
libraries in South-West, Nigeria.  

Practices Used 
(%) 

Level of involvement 

High 
(%) 

Moderate 
(%) 

Low 
(%) 

Mean Std 
dev 

Staff engagement 211 
(76.5) 

52 
(24.9) 

140 (67.0) 17 
(8.1)  

2.2  0.6 

training/retraining 268 
(96.8) 

66 
(24.5) 

174 (64.7) 29 
(10.8)  

2.1  0.6 

Deploying/ 
redeploying 

248 
(89.5) 

37 
(15.0) 

164 (66.4) 46 
(18.6)  

2.0  0.6 

Workforce 
planning 

186 
(67.1) 

49 
(26.3) 

72 (38.7) 65 
(34.9)  

1.9  0.8 

Recruitment/ 
selection of 
talent 

246 
(88.8) 

43 
(17.5) 

146 (59.3) 57 
(23.2)  

1.9  0.6 

Recognition/ 
promotion 

262 
(94.6) 

45 
(17.2) 

145 (55.6) 71 
(27.2)  

1.9  0.7 

Assessment of 
work duties 

231 
(83.4) 

36 
(15.6) 

132 (57.1) 63 
(27.3)  

1.9  0.6 

Coaching of 
identified 
talented 
librarians 

253 
(91.3) 

37 
(14.6) 

133 (52.6) 83 
(32.8)  

1.8  0.7 

Mentoring of 
librarians 

266 
(96.0) 

26 
(9.8) 

149 (56.0) 91 
(34.2)  

1.8  0.6 

Career planning for 
librarians 

147 
(53.1) 

33 
(23.1) 

54 (37.8) 56 
(39.2)  

1.8  0.8 

Feedback on 
performance 

211 
(76.2) 

30 
(14.2) 

109 (51.7) 72 
(34.1)  

1.8  0.7 

Branding of library 
job 

167 
(60.3) 

27 
(15.9) 

59 (34.7) 84 
(49.4)  

1.7  0.7 

Leadership 
development 

192 
(69.3) 

29 
(15.0) 

77 (39.9) 87 
(45.1)  

1.7  0.7 

Succession 
planning for staff 

129 
(46.6) 

21 
(16.3) 

50 (38.8) 58 
(45.0)  

1.7  0.7 

Library linkage 169 
(61.0) 

20 
(11.7) 

55 (32.2) 96 
(56.1)  

1.6  0.7 

Compensation 173 
(62.5) 

16 
(9.2) 

67 (38.5) 91 
(52.3)  

1.6  0.7 

F = frequency, % = percentage, std. dev = standard deviation. 

Table 5 
Factors affecting talent management practices in university libraries.  

Factors affecting talent management practices F Percentage 

Library management in my place of work doesn’t have enough 
high quality time in analyzing the talent needs of the library.  

93  33.6 

The library where I work does not encourage constructive 
collaboration, sharing resources with other libraries.  

143  52.2 

Library management is not sufficiently committed to 
development of staff capabilities& careers.  

86  31.0 

The headship in the library is unwilling to differentiate his staff 
as top, average and under performers.  

27  9.7 

Senior librarians in the library are not sufficiently involved in 
mentoring of junior colleagues.  

42  15.2 

The management team of my library does not address 
underperformance of employee effectively even when 
chronic.  

72  26.0 

Recruiting of employee in my university library is solely 
controlled by the university management without the 
involvement of the library administrators.  

30  10.8 

Library is poorly funded to enable proper management of 
library personnel.  

181  65.3 

There is a constant loss of the best brains in my university 
library.  

167  60.3 

Talent management practice in my university library is not 
well communicated to librarian.  

142  51.3 

The best hand/brain in the library where I work have either 
retired or left the job.  

39  14.1 

F = frequency, % = percentage. 
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< 0.05) and organizational culture (r = 0.551, p < 0.05). This implies 
that attraction, training and development, retention, career manage
ment and organizational culture are significantly associated with job 
performance of librarians. Furthermore, there exists a positive moderate 
correlation between attraction of talent (r = 0.390); training and 
development of talent (r = 0.396); retention (r = 0.403); career man
agement (r = 0.524) and organizational culture (r = 0.551) and job 
performance. It can therefore be inferred that talent management 
practices has a moderate positive relationship with job performance of 
librarians in South-West, Nigeria. 

Hypothesis 2. There is no significant relationship between combined 
talent management practices and librarians’ job performance in uni
versity libraries in South-West, Nigeria. 

Relationship between combined talent management practices and job 
performance of librarians’ in university libraries in South-West, Nigeria 

Results in Table 7 shows that there was a positive significant rela
tionship between talent management practices (r = 0.582) and job 
performance of librarians in university librarians in South-West, Nigeria. 
This shows that the combination of all the talent management practices 
(attraction, training and development, retention, career management 
and organization culture) considered in this study influenced the job 
performance of librarians. The implication of this finding is that the 
more university libraries in South-West, Nigeria manage the potentials 
talents of their employees, the higher the job performance of librarians. 
Thus, the act of talent management affects the job performance of li
brarians in university libraries. This was so because the Pearson Corre
lation Coefficient (r) tabulated was less than the (r) calculated. 
Therefore, the null hypothesis which states that there is no significant 
relationship between talent management practices and job performance 
of librarians was rejected while the alternate hypothesis that states that 
significant relationship existed between the two variables was accepted. 

Discussion of findings 

The result of the findings showed that based on both individual li
brarians rating and managerial cadre rating of job performance of li
brarians in university libraries in South-West, Nigeria, the job 

performance of librarians is at a moderate level. In other words, the job 
performance of librarians in university libraries in South-West, Nigeria 
is neither high nor low but at a moderate level. This result is in line with 
those of Amusa et al. (2013), Oyewole and Popoola (2013) and Nwosu 
et al. (2013) who all asserted that the level of job performance among 
librarians is at a moderate level. In describing further the result of the 
findings of the level of job performance of librarians, result shows that 
librarians are not at their best when it comes to creativity and diligence 
at work, ability to perform competently under pressure, punctuality at 
work, ability to anticipate problems and develop solution using ICT and 
lastly in meeting up the minimum requirement for promotion. This 
finding perhaps is not strange because some studies have reported a 
similar result. Babalola and Nwalo (2013) conducted a study on the 
productivity of librarians in Nigeria and found that a good number of 
librarians are not productive in terms of publication output which has 
also affected their promotion. Also, Akor (2009, 2014) reported that 
librarians are tactless; making them to grapple with problems after they 
arise. 

The result of the finding further revealed that all the identified talent 
management practices considered in this study were all employed in 
managing librarians in university libraries. This finding was in accor
dance with the submission of Kehinde (2012) who reported that 95% of 
organizations considered in his study were either fully applying talent 
management or partially applying talent management. This is a strong 
indication that the level of application of talent management is recent 
time has increased tremendously among organization including uni
versity libraries in South-West, Nigeria. In the same study, Kehinde, also 
found out that most organizations realize the importance of talent 
management on the effective and efficient performance of their em
ployees and senior staff. In a similar study also conducted by Chartered 
Institute of Personnel and Development (2007) the survey shows that at 
least 75% of chief executive officers acknowledge that talent manage
ment is on top of their agendas. This result confirms the vital role and 
importance of talent management practices in organization today and 
affirms a high presence of talent management practices in organization 
including university libraries in South-West, Nigeria. 

Furthermore, result on the talent management practices used in li
braries in South-West, Nigeria revealed that training/retraining, men
toring, recognition/promotion, coaching and deploying/redeploying 
were the commonly used talent management practices in university li
braries while succession planning in university libraries was the least 
talent management practices employed in university libraries in South- 
West, Nigeria. Hence, the important role of succession planning among 
librarians is down played and given limited attention in university li
braries in South-West, Nigeria. This contradicts the assertion of Stone 
(2002) that an organization needs to have an effective succession 
management programme in place including a particular focus on the 
continuity of key specialists and leaders. Also, Bernthal and Wellins 
(2006) reported that employing the use of succession management 
planning helps to improve organizational performance. It is necessary 
therefore, that university libraries in South-West, Nigeria give more 
value and attention to succession planning for leadership position in the 
library because this will guaranty a high level of performance among 
librarians. The lack of succession planning for librarians deduced from 
these results need urgent attention by the management of university 
libraries otherwise it will impact negatively on retention of employees 
working in the university libraries in Nigeria. 

The result of the finding in this study further revealed the level of 
involvement in the use of talent management practices in university li
braries. It was revealed that none of the talent management practices 
identified in this study was rated high based on the level of involvement 
while majority of the talent management practices was at a moderate 
level of involvement. Library linkage, compensation, branding of library 
job, leadership development and succession planning was ranked low in 
the level of involvement of talent management practices in university 
libraries. Based on this result, it is considered necessary for university 

Table 6 
Summary of correlations matrix of analysis relationship between talent man
agement practices and job performance of librarians.  

Talent management 
practices (n = 277) 

Mean Std. 
deviation 

R Sig Remark 

Attraction of talent  14.8  2.9  0.390  0.000* Sig 
training and development 

of talent  
14.4  2.4  0.396  0.000 Sig 

Retention  20.6  3.5  0.403  0.000 Sig 
career management  19.0  2.7  0.524  0.000 Sig 
organizational culture  15.5  3.1  0.551  0.000 Sig 
Job performance  63.2  17.2     

* Significance at 0.05. 

Table 7 
Results showing the relationship between combined talent management prac
tices and job performance of librarians’ in university libraries in South-West, 
Nigeria.   

Mean Std. 
deviation 

R Sig p. Remark 

Job performance and 
talent management 
practices  

63.2491  17.17090 0.582 0.000* Sig  
84.3357  11.38932 

n = 277. 
* Significance at 0.05. 
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libraries to give more attention to branding/rebranding the face of li
brary profession, implementing talent management practices in the 
daily activities of the library and in managing its human capital. Kehinde 
(2012) carried out a study on talent management implementation and 
found out that all the respondents from the organization surveyed 
agreed that talent management implementation positively influence 
work performance in their organization. Similarly, Mecer (2010) re
ported that respondents were asked to identify their organizations top 
two talent management priorities over the next three to five years. The 
top response, from among fourteen choices, was succession planning 
followed by leadership development. Also Ana (2009) in his view 
asserted that in order to attract the best, organizational branding is a 
useful strategy. The organization that manages its corporate brands 
effectively, gains advantage in the highly competitive global market 
place. Hence, without a good brand image, it will be difficult from the 
library to attract the right talents. Also, a study conducted by Yaquab 
and Khan (2011) reported the role of employer branding and talent 
management for organizational attractiveness, the research outcomes 
showed a positive relationship between employer branding and orga
nizational attractiveness. Similarly in the views of Wilden et al. (2006), 
employer branding actually tells the attitude of potential and current 
employees towards job and organizational attributes which builds the 
employer brand image. 

The result of the finding shows that there are four major factors 
affecting talent management practices in university libraries in South- 
West, Nigeria. These include; poor funding of the library to enable 
proper management of librarians, constant loss of best brains, not 
encouraging constructive collaboration, sharing resources with other 
libraries and poor communication. This finding is in line with the 
assertion of Rothwell (2011) that increasing turnover in recent years due 
to burnout and retirements along with salaries and bonuses are requiring 
institutions to find solution to remain competitive with other counter
parts for key talents. 

Results of correlation analysis on the relationship between talent 
management practices and job performance of librarians in university 
librarians in South-West, Nigeria reveal that all the talent management 
practices (attraction, training and development, retention, career man
agement and organizational culture) had significant relationship with 
job performance of librarians. This result corroborates that of Saka 
(2008) who studied staff development in relation to job performance in 
selected academic libraries, university of Maiduguri using 30 staff as 
sample size and found a high correlation between training programmes 
and job performance. Similarly, Adomi and Famola, 2012 investigated 
training and development of 50 cataloguers in national library of 
Nigeria, Abuja and found that staff development and training improve 
quality of library staff service delivery and it enhances job performance. 
Also, Sturges et al. (2002) found that organizational career management 
enhances employee job performance. Onwuka and Ugwu (2015) in their 
study found that there is an existence of strong relationship between 
talent management and employees performances in selected public 
sector organization in Nigeria. Similarly, Osman et al. (2011) and 
Popescu et al. (2012) reported that talent practices such as skills 
training, competence development, career development plans and 
sound performance appraisal systems are key to the enhancement of 
service quality. The implication of this findings is that talent manage
ment practices is critical and importance to the overall job performance 
of librarians in university libraries in Nigeria. 

Conclusion 

University libraries are established to support learning, teaching, 
research and services by providing high quality information service 
delivery for academic staff members as well as acquisition of knowledge 
by the student. Thus, strategy on how well to attract, train, develop and 
retain librarians with the right skills, knowledge, life experience, moti
vation and capability should be considered necessary in managing 

librarians’ performance in university libraries in Nigeria. A structured 
model for talent management practices with a high level of imple
mentation and involvement should be integrated in university libraries 
in Nigeria so as to effectively manage potential librarians. 

Talent management is vital in achieving high job performance 
among librarians in university libraries as revealed in this study. It is of 
value that libraries take cognizance of the importance of talent man
agement and the fact that for the library to build winning team, it must 
invest in its human capital because it will determine the quality and 
efficiency of librarians’ job performance. Finally, understanding the 
factors that impinge on improving job performance of library personnel 
in university libraries in Nigeria will enable university administrators 
and library managers to formulate and execute good human effort 
planning strategy that centers on attraction potential librarians who 
have the skills, experience, capability and knowledge in achieving the 
desired goals and objective of the library. Hence, considering the key 
issues in this study, job performance and talent management the result 
reveals that a properly planned talent management strategy will help 
promote an effective job performance among librarians. 

Recommendations 

Based on the results of the study, the following recommendations 
were offered:  

1. Librarian effective job performance is a function of competence, 
skills and experiences. The headship in university libraries should 
provide a stable environment which promotes attracting the best 
hand in the library, training and development, job security, regular 
feedback of performance, proper promotion and compensations, in
centives and perks on regular basis so as to increase librarians’ level 
of job performance.  

2. The level of involvement in the use of talent management practices 
should be intensified in order to improve the job performance of li
brarians in university libraries. Hence, a well planned and structured 
strategy on how well to attract, rebrand, develop, compensate, 
engage, recognize and prepare for succession in the leadership po
sition should be considered important among managers of library 
and university administrators.  

3. University libraries in Nigeria must start to channel more energy 
than ever before into building a brand for the library profession 
because the strength of the employer brand is the most important 
factor in attracting talents.  

4. Library administrators must focus on creating a positive culture that 
promotes quality workplace and a good employee experience among 
the different cadres of workers in the library because it has a great 
influence on librarian’s intention to stay and work better.  

5. Proper funding of the library is considered imperative in managing 
library personnel. Hence, the university community should invest 
and allocate more funds to developing the human capital in the li
brary in order to support the library objective which is to promote 
learning, teaching, research and service to the society. Likewise, 
properly planned succession management strategy, must be in place 
in the library so as to guide against the increasing turnover and 
constant loss of best brains in the library.  

6. Managers of university library and heads of department & sections 
should imbibe a culture of engaging and conducting regular con
versation with younger librarians, especially around their career 
aspirations and developmental needs so as to ensure the right allo
cation of work assignments are assigned to high potential employees 
to increase their retention within the library. 
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ABSTRACT
Today’s world of work is forcing companies to change their
approach to learning. Their talent strategy needs to foster
self-directed learning (SDL) as a process. SDL is an instruc-
tional process in which people take the primary responsibil-
ity in learning situations. To enhance job performance, their
talent strategy must also include tools that support effect-
ive competence development, such as personal develop-
ment plans (PDPs). In this study, we consider the
effectiveness of talent strategy of this nature, by analysing
longitudinal data on 3,661 employees working in 16 coun-
tries, extracted from an electronic talent management sys-
tem. Two path analyses were conducted to study the
relationships between SDL exercised within a PDP practice
and job performance, and to test the research hypotheses.
Results validate the hypotheses, confirming that SDL as a
process within PDP practice positively impacts job perform-
ance. However, while the results confirm the importance of
setting learning goals and including informal learning activ-
ities when exercising SDL process within the PDP practice,
they do not confirm the need to integrate other compo-
nents of SDL as a process. It can be concluded that learn-
ing strategy is key to job performance, and that informal
learning is of particular importance. Value-added recom-
mendations for practice are discussed.

KEYWORDS
Personal development plan;
self-directed learning;
informal learning; job
performance

Introduction

To thrive in today’s rapidly changing economy, companies need talented
employees who can cope easily with change. They are the most valuable
assets companies have. Companies therefore seek to create a supportive
environment for these talented employees (Cross, 2007) by developing
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talent management strategies (Armstrong, 2006) and by investing heavily
in electronic human resources systems that support talent management,
including personal development plans (PDPs) (Bersin, 2014). Within this
environment, employees are accountable for maintaining their employ-
ability throughout their working lives (Billett & Choy, 2013) and are
expected to make the most of any opportunity to learn, whether it be
formal or informal (Cristol & Muller, 2013; Marsick, 2009). Promoting
self-directedness in learning (SDL) appears to be a relevant answer to
companies’ talent management challenges, since it fosters a culture of
accountability for one’s own learning and performance.
A personal development plan (PDP) is a unique assessment tool that

fosters self-directedness as a process (Daunert & Price, 2014; Lam, 2014;
Kicken, Brand-Gruwel, Merri€enboer, & van Slot, 2009). In a literature
review, Beausaert, Segers, Van der Rijt, and Gijselaers (2011) found only
a limited number of empirical studies that deliver evidence for the effect-
iveness of PDPs (N studies¼ 54), effectiveness being defined as impact of
PDP practice on competence development and performance. Research
results appear to be mixed. Beausaert et al. conducted research on PDP
effectiveness, and recommend further research on the effectiveness of
PDPs using longitudinal studies and validating findings across different
types of organizations. This is because most studies to date have been
conducted in health care or education and comprise small samples. They
also suggest using multi-rater methods for performance assessment,
instead of using self-reported measures only (Beausaert, Segers, Fouarge,
& Gijselaers, 2013). This current study incorporates all these
recommendations.
In the past, the roles of PDP practice and SDL as a process have been

studied independently, each in relation either to competence develop-
ment or to task performance. Take, for example, PDPs and SDL as a
process (Daunert & Price, 2014); SDL and competences development
(Aho et al., 2015); SDL as a personal characteristic and job performance
(Boyer, Edmondson, Artis, & Fleming, 2014). However, these relations
have never been studied in one and the same path model. This study
addresses the gap by combining these variables in a single analysis.
It is also the case that to date, the relationship between self-directed-

ness within a PDP practice and outcome variables such as competence
development and job performance has only been studied from an SDL
learner characteristic perspective (Alonderiene & Suchotina, 2017; Boyer
et al., 2014; Findley, 2010; Jude-York, 1993; Lejeune, Mercuri, Beausaert,
& Raemdonck, 2016; Mead, 2012). The impact of SDL as an instructional
methodology on academic performance has been confirmed in many
studies conducted in a higher education context (Nathaniel et al., 2017;
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Peine, Kabino, & Spreckelsen, 2016; Williams, Santelices, �Avila, Soto, &
Dougnac, 2017). It is clear that in the business world, employees’ job
performance is crucial, as it has the greatest impact on an organization’s
overall mission and goal (Aguinis, 2009). It follows that it is also import-
ant to examine how company strategies and practices can influence job
performance.
This present study will therefore extend the research on PDP practices

by further clarifying how using SDL as a process (i.e. an instructional
process in which people take the primary responsibility in learning situa-
tions) within PDP practice can bridge the gap between development plan-
ning, learning and job performance. More precisely, this study extends
research on the relation between PDP practice and self-directedness in
learning in the workplace, by specifically focusing on the following
research question: To what extent does exercising self-directed learning as
a process within PDP practice positively influence employees’ job
performance?
This study is innovative in multiple ways. Firstly, it includes a very

large sample of participants who are employed in the financial sector
(N¼ 3,661), working with PDPs in 16 countries around the globe.
Secondly, data is directly extracted from the company’s talent manage-
ment system, which provides a unique perspective on PDP and portfolio
research, as it taps into raw materials showing how PDP practice is
implemented in a workplace context. Thirdly, it is based on longitudinal
data, with a baseline measurement at time 0 and a repeated measure at
time 1, including five measurements for job performance. Fourthly, it
includes three measurements for job performance (task performance,
contextual performance and overall job performance), with multi-rater
ratings (ratings from the supervisor and self-ratings from the employee).
Fifthly, it is the first study to consider the impact of SDL as a process
(rather than SDL as a personal characteristic) on job performance.
Finally, this is the first study to include SDL as a process, PDP, compe-
tency development and task performance in the same research process.

Job performance

Traditionally, when defining the construct of job performance, two main
components are put forward, since they represent its underlying struc-
ture: task performance (defined as the proficiency with which workers
complete core technical tasks related to their job) and contextual per-
formance (defined as positive behaviour that indirectly contributes to the
goals of the organization) (Koopmans, Bernaards, Hildebrandt, de Vet, &
van der Beek, 2014).
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Competence appraisal within the context of performance appraisal
counterbalances the focus on task outcomes (i.e. what results need to be
achieved in the role) by focussing on how the job is carried out (i.e. how
results are achieved, in alignment with company strategy and values). It
also informs personal improvement and development plans, and identi-
fies relevant development gaps (Armstrong & Taylor, 2014). So in the
workplace, performance is often assessed in two ways: directly, as task
performance, measured in terms of the attainment of performance goals
(Locke & Latham, 1990); and indirectly, as contextual performance,
measured in terms of competence development that will help to increase
the job performance of employees through relevant processes, including
performance appraisal (Armstrong, 2006). Whilst in day-to-day work-
place settings performance management and PDP practice are closely
intertwined, as they are often both part of a larger performance manage-
ment system, we describe them separately here for the sake of clarity.

Performance management

Both task performance and contextual performance are managed within
the performance management process. Performance management is
defined as ‘a continuous process of identifying, measuring and develop-
ing performance in organizations by linking each individual’s perform-
ance and objectives to the organization’s overall mission and goals’
(Aguinis, 2009, p. 2).
The process of performance management is structured in different

steps, as a cyclic process, corresponding to Deming’s plan-do-check-act
model (Armstrong & Taylor, 2014).
It starts with performance planning, which is based on performance

agreement, aligned with the employee’s role and the strategic goals of the
organization. Performance agreement refers to the definition of key
results areas or outcomes, in the form of goals related to task perform-
ance. According to the goal-setting theory, goals need to be specific and
balanced, eliciting enough challenge while remaining achievable (Locke
& Latham, 1990). Performance agreement also refers to competences,
often specific to the organization – fitting its culture and purpose –
described in an ad hoc competence framework (Armstrong & Taylor,
2014). While there are different models and types of competences, the
behavioural model initiated by McClelland (1973) and Boyatzis (1982) is
still prevalent in human resource management practices and manage-
ment consultancy, specifically in the context of competence assessment
(Gilbert, 2006). In order to be explicit and to ensure that competences
can be assessed, they are described through behaviourally anchored
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rating scales or behavioural observation scales (Latham, Sulsky, &
MacDonald, 2008). Both the goals and the competences provide guidance
and motivation (i.e. individual effort and persistence) in the context of
job performance (Locke & Latham, 1990). They should therefore be dis-
cussed, and employee and supervisor need to agree on what they are and
how they are to be assessed.
The second step of the performance management process is to act on

performance and development goals.
The third step is to continuously monitor and evaluate performance

and development. This includes acting on evaluation to improve per-
formance and continue development, within PDP practice. Continuous
feedback and coaching are key elements of this third step, and are cen-
tral to the performance management process (Armstrong & Taylor,
2014). Feedback helps employees to gauge progress towards goals and to
engage in performance improvement, i.e. reducing gap between current
performance and the specified goal (Erez, 1977). The more the correct
behaviour/response and the improvements made since previous assess-
ments are highlighted, the greater the impact on performance (Kluger &
DeNisi, 1996). Coaching can help to address negative feedback that may
otherwise be ignored by the employee, by helping them to ‘formulate a
workable strategy for performance improvement’ (DeNisi & Kluger,
2000, p. 137). Finally, goal-directed feedback reduces uncertainty related
to progress and the achievement of goals, by forcing employees to focus
on tasks to be completed. At the same time, it supports their motivation
by focussing on their learning orientation (Shute, 2008).
The fourth and final step in the performance management process is

performance appraisal. Performance is usually measured through per-
formance appraisal interviews conducted at different moments in the
performance management cycle. Graphic rating scales are probably the
most widely used methods of performance appraisal (Cascio & Aguinis,
2010). Competence rating follows the same logic. It is supported by
behaviourally anchored rating scales, i.e. behavioural descriptors
(anchors) describing competence development according to the rating
scale (Latham et al., 2008). While performance rating has questionable
psychometric qualities, it is still broadly used in companies (e.g. Spence
& Baratta, 2014). To increase the accuracy of performance rating by
reducing biases that may impact rating, rater training is provided. Rater
training focuses on observational skills, judgmental biases and communi-
cation around performance (Cascio & Aguinis, 2010). Multi-source per-
formance ratings are also used to increase rating quality. This entails
asking raters who occupy different roles to provide their input (Spence
& Baratta, 2014). It remains the case that ratings from different raters
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vary in terms of reliability. Based on a meta-analysis, Conway and
Huffcutt (1997) found that ratings by peers and supervisors were more
reliable (and therefore more valid) than ratings by subordinates. Also,
Harris and Schaubroeck (1988) suggest that self-rating might be tainted
by egocentric bias that would lessen the validity of employees’ own per-
spective on their performance. Both meta-analyses show the existing
effects of job type on ratings from different sources. Conway and
Huffcut (1997) observe that supervisor and peer reliabilities are lower for
managerial jobs than for non-managerial jobs. They also observe that
reliability decreases as job complexity increases. Harris and Schaubroeck
(1988) report a moderator effect of job type for peer-supervisor correla-
tions: “self-supervisor and self-peer correlations were lower for manager-
ial/professional employees than for blue-collar/service employees, and no
true variance existed for the former category” (p. 55). Other factors, such
as measured dimensions and organizational culture, can explain the vari-
ability between raters, and support the relevance of multi-source per-
formance ratings, as they bring unique perspective on performance
(Hoffman & Woehr, 2009; Lievens, Conway, & De Corte, 2008). Finally,
the effectiveness of multi-source performance ratings depends on the
evaluation being based on mutually agreed goals, since this increases
measurement equivalence by providing direction and guiding effort and
persistence towards attaining goals (DeNisi & Kluger, 2000).

PDP practice

A personal development plan (PDP) is described as ‘an assessment tool
embedded in a larger assessment cycle of development and appraisal
interviews, used to gather and document information about the compe-
tences the employee worked on and is planning to further develop’
(Eisele, Grohnert, Beausaert, & Segers, 2013, p. 528). As such, PDPs are
embedded in the larger performance management process.
PDP is a tool that:

� ‘gives an overview of the competences an employee has been working
on (looking back) and is planning to further develop (look-
ing forward);

� is composed by the employee himself or herself (self-direction),
although the format is provided by the organization;

� forms the basis for – or is used to structure – development conversa-
tions with the supervisor or the coach, who provides the employee
with feedback and stimulates employee reflection; and
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� serves different decision-making processes, ranging from planning an
individual training programme to giving or not giving a promotion’
(Beausaert et al., 2011, p. 236).

PDP aims to facilitate competence development by articulating the
performance management process and the development dialogue, forcing
employees to focus on their development activities. At the heart of PDP
practice, reflection and learning are supported by instruction and feed-
back, while the motivating role of the supervisor is key for engaging the
employee in the development process (Beausaert et al., 2011).

Self-directed learning (SDL)

Over the last 40 years, the idea that learners should take ownership of
their own learning has gained traction, both in the field of adult educa-
tion (under the concept of SDL) and in the field of educational psych-
ology (under the concept of self-regulated learning [SRL]) (Carr�e, 2010;
Cosnefroy, 2011a; Saks & Leijen, 2014). While occasional attempts have
been made to draw links between SDL and SRL, e.g. by applying SRL to
adult learning and workplace learning fields, these research streams
remain largely separate (Cosnefroy, 2011b; Fontana, Milligan, Littlejohn,
& Margaryan, 2015). They reference different theoretical frameworks and
use different approaches to research. Within this research, we have there-
fore chosen the SDL research perspective, as our field of reference is
adult learning in the workplace.
Self-directedness in learning can be understood in two ways (Candy,

1991): as a learning process, defined by Knowles (1975, p. 18) as ‘a pro-
cess in which individuals take the initiative, with or without the help of
others, in diagnosing their learning needs, formulating learning goals,
identifying human and material resources for learning, choosing and
implementing appropriate learning strategies and evaluating learning out-
comes’ or as a learner characteristic, referring to a general personal char-
acteristic or a characteristic specifically relevant to learning (Raemdonck,
Meurant, Balasse, & Frenay, 2013). In process-oriented conceptualiza-
tions of self-directedness, self-directedness refers to the instructional
processes in which people take the primary responsibility in learning sit-
uations. The individual controls and shapes the learning process by tak-
ing the initiative when setting goals, choosing strategies and planning,
implementing and evaluating the learning process (Raemdonck, Thijssen,
& Greef, 2017). These four main components of SDL as a process, as
defined by Knowles (1975), are described below. For each component of
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the SDL process, a link is drawn to the use of a PDP as part of the per-
formance management process, as described above.
The first component entails diagnosing learning needs and formulating

learning goals. According to Knowles, this component involves a two-
step process. The first step is to diagnose learning needs, based on a self-
assessment of current performance compared to desired behaviours or
competences, in order to identify areas that require self-development at a
specific moment in time. Within an organization, this step is usually car-
ried out within the performance management process. The second step
is to state learning objectives, based on learning needs assessment.
Knowles describes some guidelines for stating objectives, refers to a typ-
ology of objectives and provides examples. This second step is very
much left to the learner, in the sense that employees are asked to
describe objectives in their own words. Also, in the learning contract,
Knowles suggests a socio-constructivist approach to setting objectives,
described as a negotiation process between institutional expectations and
individual needs. This process is very similar to a personal development
plan approach in a professional organization setting, where learning goals
are negotiated between the employee and the supervisor.
The second component involves identifying human and material

resources for learning, learning strategies and planning. Possible learning
opportunities are examined in the work environment or in the training
market. Information is collected on possible strategies that can be under-
taken, and the most suitable strategies are scanned to guide the learning
process. The individual develops a learning plan which specifies the steps
that need to be taken to reach a goal (Raemdonck et al., 2017). Knowles
differentiates the learning strategies according to the type of objective
(Knowles, 1975, p. 104). He urges learners to make proactive use of
learning strategies and to be purposeful in their selection of a variety of
resources – from lectures to problem-solving projects – to make sure
they are aligned with their learning goals. The same logic can be found
in contemporary organizations. The personal development plan is about
selecting the right formal or informal learning activities that are well
aligned with the learning goals. As highlighted by Marsick and Volpe
(1999), ‘organizations are regarding formal training programmes as only
one learning tool, and are acknowledging that informal learning has
always been the most pervasive type of learning in the workplace’ (p. 3),
and are therefore promoting both types of learning within their talent
management strategy.
The third component is the implementation of appropriate learning

strategies. This entails ‘carrying out the strategies, collecting the evidence
and having the evidence validated as specified in your contract’
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(Knowles, 1975, p. 135). As highlighted above, documenting future learn-
ing (looking forward) as well as tracking the completion of learning activ-
ities specified in the learning strategy (looking back) is included in PDPs.
The fourth and last component is the evaluation of learning outcomes.

This component is perhaps the most documented by Knowles, as it is
‘the most difficult part of the whole process’ (Knowles, 1975, p. 27). He
explains the importance of specifying from the start the evidence of the
accomplishment of objectives and the criteria and means used for vali-
dating evidence. He provides numerous examples of rating scales that
can be used to collect evidence of the accomplishment of objectives. As
highlighted above, PDPs provide potential learning activities, but they
also provide much more. They serve as a basis for structured develop-
ment conversations with the supervisor. They facilitate feedback and
reflection, and hence learning outcome evaluation, as well as facilitating
the regulation and adjustment of the learning process based on
this evaluation.

Previous research on the relation between SDL (within a PDP
practice), competence development and performance

Most of the existing research on the relation between SDL exercised
within a PDP practice, competence development and performance has
been carried out separately. So the effects between these variables have
been considered in sub-groups, but no interactions or mediations
between all variables have been tested in the same research project.
The first research area addresses the relation between PDPs and SDL.

As we just explained, we can confirm strong connections between the
different components of SDL as a process and PDP practice. It is there-
fore not surprising that prior research highlights that the use of PDPs
fosters SDL skills, specifically assessing learning needs, setting learning
goals, selecting learning tasks and evaluating learning outcomes (Chau &
Cheng, 2010; Daunert & Price, 2014).
Secondly, several research projects have shown that SDL exercised

within a PDP practice promotes learning (Abrami, Venkatesh, Meyer, &
Wade, 2013; Kicken et al., 2009) and that there is a correlation between
SDL as a personal characteristic and competence development (Aho
et al., 2015; Yang & Jiang, 2014).
Finally, it has been shown that there is a correlation between SDL as a

personal characteristic and job performance (Bodkyn & Stevens, 2015;
Boyer et al., 2014; Chou, 2013; Findley, 2010; Jude-York, 1993; Mead,
2012) or that it can moderate the link between other predicting variables
and performance (Boyer et al., 2014; Lejeune et al., 2016; Moshtaghi &
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Boyer, 2015). The study conducted by Lejeune et al. (2016) was the only
one to consider the moderating role of SDL as a personal characteristic
in perceived performance and the undertaking of learning activities within
a PDP practice. It was found that SDL as a personal characteristic has a
positive direct influence on the undertaking of learning activities and per-
ceived performance; and that it also has a moderating effect on the inter-
action between learning and reflection (one condition of effective PDP
practice) and perceived performance. Performance can also be a predictor
of SDL: Monroe (2016) showed that clerkship evaluations could predict
three of the subscales of the Self-Directed Learning Readiness Scale, namely
critical self-evaluation, learning self-efficacy and effective organization for
learning. At the same time, to our knowledge, there is no evidence in the
literature that SDL as a process is correlated with job performance.
This study extends research on the relation between PDP practice and

self-directedness in learning in the workplace, by specifically focusing on
the following research question: To what extent does using self-directed
learning as a process within PDP practice positively influence job per-
formance? (see Figure 1).
More specifically, in alignment with previous research, our hypotheses

are as follows:

Hypothesis 1: self-directedness in learning as a process when using a PDP
positively impacts task performance;

Hypothesis 2: self-directedness in learning as a process when using a PDP
positively impacts competence development.

Figure 1. Research model.
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Method

Sample, context and procedure

Participants
The employees participating in this study (N¼ 3,661), of whom 1,903
are women (52.0%) and 1,758 are men (48.0%), come from one organ-
ization in the financial services industry, based in 16 countries across
the globe (see Table 1 for a distribution by country). Employees are
knowledge workers: they hold a university bachelor degree as a min-
imum qualification and work in a knowledge-intensive industry, deal-
ing with complex financial products, heavy regulations, highly
automated tasks and exposure to tasks which require high-level verifi-
cations and the handling of exceptions. 18.6% of the participants were
between 20 and 29 years old, 33.5% were between 30 and 39, 27.6%
were between 40 and 49, 11% were between 50 and 55 and 9.4% were
above the age of 55. 48.6% of the participants had a job tenure of two
to five years, and 38.1% had a company tenure of more than 10 years.
All participants were using an electronic talent management system
that included a personal development plan (PDP) within the perform-
ance management process. Their PDP steps included defining per-
formance goals and updating them, assessing task performance and
competence and setting learning goals and learning activities). Within
the sample, 42.9% already had at least one formulated development
goal in their development plan (1,590 of 3,661 employees) and 57.1%
had no development goal in their development plan (2,091 of
3,661 employees).

Table 1. Distribution of employees participating in the study by coun-
try (N¼ 3,661).
Country Percentage of employees in the sample

Australia 2.7%
Belgium 0.8%
Canada 38.6%
China 0.1%
France 3.4%
Hong Kong 1.3%
Ireland 2.4%
Italy 2.2%
Japan 0.1%
Luxembourg 22.8%
Malaysia 15.8%
Singapore 0.5%
Spain 2.1%
Switzerland 0.8%
United Kingdom 6.4%
USA 0.1%
Total 100.0%
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Context
The performance management process within the organization in ques-
tion is designed around a series of structured interviews over the course
of a fiscal year (1 November–1 October), addressing issues including
the assessment of job performance goals, the assessment of job-
related competences and development planning activities. Job per-
formance is assessed on the basis of performance goals that have
been mutually agreed between the employee and the supervisor.
Performance goals are set at the beginning of the fiscal year
(November–December), in alignment with the company strategy and
strategic business goals (top-down process). Attainment of perform-
ance goals is assessed twice every year, during the mid-year review
(May–June) and during the end-of-year review (September–October).
Both employee and manager rate performance goal attainment, on a
scale from 1 (low performance, i.e. performance does not meet
expectations relative to peers) to 5 (exceptional, i.e. a high level of
achievement that clearly sets the employee apart from peers and sets
the standard for others to attain in terms of both results and capabil-
ities). On average, employees had four to five goals set for the year
2015 (M¼ 4.76, SD¼ 1.68). The organization has also developed a
competence framework, including ten competences, organised at
three levels (depending on the level of the job position they apply to)
and aligned with company values and strategy. Every 2–3 years, every
business line within the organization selects a subset of four to five
competences from the framework (M¼ 4.57; SD¼ 2.73), based on
their current business strategy, to be the key focus of the period
ahead. As is the case with the attainment of performance goals, these
competences are assessed twice every year, during the mid-year review
(May–June) and the end-of-year review (September–October). Both
the employee and the manager rate the competence, on a scale ranging
from 1 (low performance, i.e. additional skill, knowledge and capability
needed to achieve job expectations) to 5 (exceptional, i.e. exceptional
demonstration of capabilities). To support competence assessment, the
organization provides employees and managers with behaviourally
anchored rating scales, i.e. specific behaviours describing each level of
competence and each level of rating. Finally, learning goals are defined
at the beginning of the fiscal year (November–December) within the
PDP, based on the previous year’s performance assessment. The differ-
ent learning goals serve as a framework for discussion during the for-
mal assessment interviews conducted during the year, but most
importantly as a benchmark for continuous feedback and coaching
throughout the year.
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Procedure
To carry out this study, we extracted data from the organization’s talent
management system, which includes a PDP. Data were collected after the
2015 mid-year review (July 2015 – time 0) and after the end-of-year
review (November 2015 – time 1) during the 2015 performance manage-
ment cycle. Approval to carry out the study was obtained from the com-
pany executives. The data extraction process included anonymization of
data to safeguard participants’ privacy. The research design had been
approved beforehand by the ethics committee of the research organiza-
tion, based on the American Psychological Association’s Ethical
Principles of Psychologists and Code of Conduct (American
Psychological Association, 2017).

Measurements

Please refer to Table 2 for an overview of measurements.

Self-directedness as a process within a personal development plan context

Diagnosing learning needs and formulating learning goals (DLN)
First, the diagnosis of learning needs and the formulation of learning
goals was measured by counting the number of learning goals (NG
Number goals) in the PDP. We then calculated the percentage of devel-
opment areas in relation to organizational competences (percentage of
development areas %DA). This is a good proxy for assessing the quality
of the needs assessment and competences assessment: if there is no con-
nection between development areas and organizational competences, we
can assume that the behaviourally anchored rating scales were not used.

Identifying human and material resources for learning, choosing appropriate
learning strategies and planning (CLS)
To measure the second component of SDL, namely identifying human
and material resources for learning, choosing appropriate learning strat-
egies and planning, we worked with four items. The first item was the
mean of the number of development activities per learning goal. This
measures the extent to which human and material resources needed for
learning were identified (Mean number activities– MNA). For example,
if an employee had 3 learning goals with 4, 5 and 6 development activ-
ities for each learning goal respectively, the mean score for MNA was 5.
We worked with three additional items to measure the extent to which

appropriate learning strategies and plans were chosen. These items are
based on the use of formal and informal learning activities. The
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organization has developed a talent management strategy that actively
promotes formal and informal learning within the development planning
process. As a corollary, process and system requirements include docu-
mentation of the type of learning activity. Choosing the type of learning
is therefore linked to the learning strategy, both at company level and at
employee level. Specific guidelines and training for managers and
employees support this strategy. In view of the above strategy, the three
additional items we decided to work with are as follows: the first is the
number of activities in which formal learning is used (number formal
NF) and the second is the number of activities in which informal learn-
ing is used (number informal NI). These result in absolute numbers,
reflect how many of these types of activities are included in the learning
strategy. The third item is the ratio (%) of informal learning activities to
total learning activities (% informal overall total %IOT). This generates
information about the balance between the two types of learning activ-
ities in the learning strategy.

Implementing appropriate learning strategies
To measure the third component of SDL, namely implementing appro-
priate learning strategies, we calculated the percentage of development
activities marked as completed (% activities completed %AC), as basic
evidence of implementation of the learning strategy.

Evaluating learning outcomes
To measure the fourth component of SDL, namely evaluating learning
outcomes, we calculated the percentage of development areas completed
in respect of which the final result was discussed (% activities eval-
uated %AE).

Job performance

Job performance is measured based on three appraisal elements: task per-
formance assessment, competence development assessment and overall
job performance.

Task performance
Task performance is measured using two items. The first is mean self-
performance (MSP), i.e. the arithmetic mean of goal ratings given by the
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employee. The second is mean manager performance (MMP), i.e. the
arithmetic mean of goal ratings given by the employee’s direct manager.

Competence development
Competence development is measured using two items. The first is mean
self-development (MSD), i.e. the arithmetic mean of competence ratings
given by the employee. The second is mean manager development
(MMD), i.e. the arithmetic mean of competence ratings given by the
employee’s direct manager.

Overall job performance
Finally, manager job performance (MJP) is the overall performance rat-
ing for the appraisal period. This is given by the direct manager, based
on an overall judgment of performance. No distinction is made between
individual goal ratings. In that sense, it may differ from MMP. This is a
discretionary decision by the manager. At the end of the year, this over-
all rating is used as a basis for the reward and recognition of employees,
linking performance to compensation.

Analytical method

Firstly, an analysis of the descriptive statistics was carried out, followed
by a correlation analysis of the variables under study, using SPSS 23.
Secondly, path analysis was conducted as a means of studying the rela-
tionships between the variables and testing the research hypothesis, using
AMOS 23. It includes a measurement model for SDL variables, to reduce

Table 2. Measurement items for the different variables.
Variables Measurement

Independent variables – self-directed learning (SDL)
1. Diagnosing learning needs and formulating learning

goals (DLN)
Number goals (NG)
Percentage of development areas (%DA)

2. Identifying human and material resources for learn-
ing, choosing appropriate learning strategies and
planning (CLS)

Mean number activities (MNA)
Number formal (NF)
Number informal (NI)
% informal overall total (%IOT)3. Implementing appropriate learning strategies
% activities completed (%AC)4. Evaluating learning outcomes
% activities evaluated (%AE)

Dependent variables – job performance
5. Job performance Manager job performance (MJP)
6. Task performance Mean self-performance (MSP)

Mean manager performance (MMP)
7. Competence development Mean self-development (MSD)

Mean manager development (MMD)
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the complexity of the model. More specifically, NG (Number goals) and
%DA (percentage of development areas) were combined into one latent
variable DLN (diagnosing learning needs). In addition, MNA (mean num-
ber activities), NF (number formal), NI (number informal) and %IOT (%
informal overall total) were combined into one latent variable CLS (choos-
ing learning strategies). Maximum likelihood estimation was used to esti-
mate the parameters of the model, including missing data (full
information maximum likelihood). To test the model fit of the path
model, Lei and Wu (2007) recommend using two classes of alternative fit
indices in addition to the chi-squared statistic which is sensitive to sample
size: incremental fit indices (e.g. CFI – comparative fit index) and absolute
fit indices (e.g. RMSEA – root mean square error of approximation). Hu
and Bentler (1999) recommend using a cutoff value of >0.96 for CFI.
Steiger (2007) recommends using a cut-off value of <0.07 for RMSEA.
Multi-source performance ratings are available for this research. As

highlighted above, literature points out the benefits and limitations of
multi-source performance ratings (Conway & Huffcutt, 1997; Harris &
Schaubroeck, 1988; Hoffman & Woehr, 2009; Lievens et al., 2008). We
therefore decided to consider two alternative models (see Figure 2): one
model based on self-ratings (MSP, MSD) and one based on manager rat-
ings (MMP, MMD, MJP). These equivalent models will ensure that we
avoid confirmation bias, “whereby researchers test a single model, give
an overly positive evaluation of that model, and fail to consider other
explanations of the data” (Kline, 2010, p. 14).

Results

Preliminary analyses

Descriptive statistics and correlation analysis
Descriptive statistics and correlations between variables are shown in
Table 3.

Figure 2. Two alternative models.
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Examination of the structural model

The purpose of the present study was to explore the impact of self-
directedness as a learning process on job performance and competence
development at time 1, controlling for the baseline level of job perform-
ance and competences development at time 0. Hypothesized relationships
were tested through path analysis. Two alternative models were tested:
one based on self-rating for performance and one based on manager rat-
ings for performance (Figure 2).
While both models show a good fit (see Table 4), the model based on

manager ratings for performance denotes a better fit (CFI¼ 0.957;
RMSEA 0.064). The manager rating for performance model was there-
fore selected as the final structural model (Figure 3).
A closer analysis of the standardized estimates of paths confirms our

hypotheses (see Table 5). While controlling for measurement of job per-
formance at time 0 (most paths between job performance variables at
time 0 and time 1 are significant), we still observe significant paths
between predictor variables and outcome variables, which confirms both
hypotheses. Most interestingly, paths from DLN to job performance vari-
ables at time 1 and paths from CLS to job performance variables at time
1 are significant (p< 0.001). Standardized paths estimates show highest
estimates for path from CLS to job performance variables at time 1
(standardized path estimates >0.5), compared to estimates for path from
DLN to job performance variables at time 1 (standardized path estimates
<0.12). At the same time, paths from %AC and %AE to job performance
variables at time 1 are significant but negative (standardized path esti-
mates < [–]0.17), meaning that the more learning activities are com-
pleted and evaluated, the lower job performance is.

Discussion and conclusions

The aim of this study was to examine the relationship between SDL as a
process exercised within a PDP practice and job performance. The
hypothesized model was developed on the basis of Knowles (1975) model
of SDL as a process. To date, the relationship between SDL exercised
within a PDP practice and outcome variables such as job performance
has only been considered from the perspective of SDL as a personal

Table 4. Fit indices for the hypothesized and final model.
Model v2 df CFI RMSEA

Model based on manager ratings for performance 725.835 45 0.957 0.064
Model based on self-rating for performance 707.301 39 0.943 0.068

Notes: v2: Chi square; df: degrees of freedom; CFI: comparative fit index; RMSEA: root mean square error of
approximation.
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characteristic, not SDL as a process. This research therefore extends
research on SDL and job performance.

Knowledge contribution

This study adds to theory by investigating SDL as exercised within a
PDP practice and its relationship with both competence development
and performance. It makes three new contributions to knowledge in this
field. Firstly, it confirms the impact of SDL as exercised within a PDP
practice on competence development and performance. Secondly, it rein-
forces the relevance of considering SDL when studying PDP practices,
especially in businesses. Thirdly, it highlights the importance of learning
strategies as a central subcomponent of SDL, and recommends future
research on the role of this subcomponent in learning and development
in the workplace.
Results validate both hypotheses, since the model including all predict-

ing variables and outcome variables as rated by the managers shows a
good model fit. This means that employees exercising a self-directed
learning process within PDP practice will demonstrate higher task

Figure 3. Final structural model and standardized path estimates of the significant paths.
Note: Bold lines indicate that the path estimates is statistically significant. �p< 0.05;��p< 0.01; ���p< 0.001.
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performance (Hypothesis 1) and competences development (Hypothesis
2). More specifically, further analysis of the path model reveals that
employees exercising an SDL process in PDP practice show higher job
performance if they: (1) define learning goals and link them to the com-
petences targeted for improvement; and (2) choose an appropriate learn-
ing strategy for their learning goals, i.e. the one that includes the highest
number of learning activities. Tracking completion of learning activities
and evaluating learning outcomes appears to have a negative impact on
competences development and task performance, as path estimates
between variables are negative. However, some limitations relating to the
data collection need to be taken into account: a significant number of
observations are missing for these variables. As PDP elaboration is time
consuming, it tends not to be used or only partially used by employees.
This is a roadblock to successful implementation of PDP practices that is
often reported in literature (Daunert & Price, 2014; Gadbury-Amyot,

Table 5. Unstandardized and standardized path estimates, standard errors and critical ratio
in the structural model (model based on manager ratings for performance).

Unstandardized
path estimates

Standardized
path estimates SE CR

DLN (EOY) <— MMP (MY) 0.063 0.024 0.072 0.866
CLS (EOY) <— MMP (MY) 0.010 0.114 0.019 0.526
%AC (EOY) <— MMP (MY) –0.015 –0.004 0.711 –0.022
%AE (EOY) <— MMP (MY) 0.219 0.105 0.375 0.583
DLN (EOY) <— MMD (MY) –0.152 –0.060 0.071 –2.145�
CLS (EOY) <— MMD (MY) –0.021 –0.252 0.019 –1.138
%AC (EOY) <— MMD (MY) 0.314 0.075 0.692 0.453
%AE (EOY) <— MMD (MY) –0.243 –0.121 0.365 –0.665
MMP (EOY) <— MMP (MY) 0.564 0.498 0.149 3.796���
MMD (EOY) <— MMP (MY) 0.220 0.197 0.133 1.654
MJP (EOY) <— MMP (MY) 0.488 0.348 0.197 2.472�
MMP (EOY) <— MMD (MY) 0.343 0.314 0.147 2.336�
MMD (EOY) <— MMD (MY) 0.628 0.581 0.132 4.764���
MJP (EOY) <— MMD (MY) 0.480 0.354 0.195 2.457�
NG (EOY) <— DLN (EOY) 1 0.983
%DA (EOY) <— DLN (EOY) 0.285 0.032 0.779 9.029���
MNA (EOY) <— CLS (EOY) 1 0.139
NF (EOY) <— CLS (EOY) 1.364 3.218 0.039 0.424
NI (EOY) <— CLS (EOY) 8.975 3.281 0.276 2.736��
%IOT (EOY) <— CLS (EOY) 0.481 0.517 0.075 0.93
MMP (EOY) <— DLN (EOY) 0.033 0.075 0.007 4.972���
MMD (EOY) <— DLN (EOY) 0.029 0.069 0.007 4.481���
MJP (EOY) <— DLN (EOY) 0.057 0.106 0.010 5.814���
MMP (EOY) <— CLS (EOY) 7.089 0.543 1.940 3.655���
MMD (EOY) <— CLS (EOY) 6.513 0.505 1.806 3.606���
MJP (EOY) <— CLS (EOY) 9.530 0.590 2.614 3.646���
MMP (EOY) <— %AC (EOY) –0.093 –0.354 0.016 –5.833���
MMD (EOY) <— %AC (EOY) –0.070 –0.272 0.018 –3.829���
MJP (EOY) <— %AC (EOY) –0.108 –0.333 0.024 –4.557���
MMP (EOY) <— %AE (EOY) –0.101 –0.184 0.039 –2.584��
MMD (EOY) <— %AE (EOY) –0.079 –0.147 0.044 –1.811
MJP (EOY) <— %AE (EOY) –0.153 –0.226 0.055 –2.765��
Note: *p < 0.05; ��p < 0.01; ���p < 0.001.
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McCracken, Woldt, & Brennan, 2014; Hoekstra & Crocker, 2015;
Lyons, 2010).
These results generally align with and reinforce previous studies by

bringing together research showing a correlation between SDL as a per-
sonal characteristic and performance (Boyer et al., 2014; Findley, 2010;
Jude-York, 1993; Mead, 2012) and research on PDP effectiveness that
found a positive relation between using a PDP and learning and job per-
formance (Lejeune et al., 2016). Finally, they support research on the
relation between PDPs and SDL which indicated that PDP practice
increases SDL skills (Abrami et al., 2013; Lam, 2014; Daunert & Price,
2014; Kicken et al., 2009). For the first time, these results show that SDL
as a process, embedded within a PDP practice, is an effective strategy for
improving performance. As highlighted in the practical implication sec-
tion, this is a promising avenue of exploration for companies who are
implementing development planning practices in the workplace: SDL is
not just a personal characteristic that supports performance; it can be
developed. At the same time, our results do not align with studies by
Monroe (2016) indicating that performance is a predictor of SDL: paths
going from performance at time 0 are not significantly related to SDL
variables at time 1, except for competences development at time 0
and DLN.
The results also showed that choosing the appropriate learning strategy

is key in exercising SDL. Increasing the number of learning activities,
especially informal learning activities, will lead to better job performance,
suggesting that learning in general and informal learning in particular
should be fostered to maximize workplace learning effectiveness. This is
a first step towards a refined understanding of how learning can maxi-
mize impact of SDL as a process, when using a PDP, on job perform-
ance. This conclusion should, however, be treated with a degree of
caution, as the analysis of the measurement and structural model were
carried out simultaneously, which is not recommended (Mueller &
Hancock, 2008). Therefore, future research should examine more closely
the effect of L&D strategies on performance. Indeed, some authors ques-
tion the superiority of informal learning over formal learning or vice
versa (Manuti, Pastore, Scardigno, Giancaspro, & Morciano, 2015).
Cristol and Muller (2013) advocate their complementarity and synergies
instead. Within PDP practice, Beausaert et al. (2013) also point out that
PDP effectiveness is related to the articulation of both formal and infor-
mal learning, in a self-directed and reflexive approach. Further studies
should explore the parameters for optimizing the effectiveness of the bal-
ances between formal and informal learning, based on both quantitative
and qualitative research, to gain insight into learner experiences and to
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find the best balance between formal and informal learning for an opti-
mal impact on job performance.
It is also interesting to report the high correlations between perform-

ance ratings in this research. Correlations between manager ratings and
self-ratings from employees are highly significant and vary from 0.43 to
0.74. Similarly, correlations between task performance ratings and com-
petence development ratings are also highly significant and vary from
0.34 to 0.71. This is not in line with previous research (Conway &
Huffcutt, 1997; Harris & Schaubroeck, 1988) and brings into question
the use of multi-source performance ratings (Hoffman & Woehr, 2009;
Lievens et al., 2008). The results suggest that using one rater score might
be sufficient. However, the need for multi-rater feedback might depend
on contextual factors. For example, multi-rater assessments might be less
necessary in an organization in which both managers and employees are
trained in working with PDPs and evaluating competences.

Limitations and directions for future research

Certain limitations should be mentioned. Firstly, we noticed a very high
data attrition across the predictor variables, leaving a limited amount of
data for % activities completed (%AC) and % activities evaluated (%AE).
While 3,661 employees had learning goals in their PDP, 1,570 had learn-
ing activities, 249 had entered types of learning activities and only 65
had marked development activities as completed and entered comments
in the result field. Conclusions regarding these variables therefore need
to be interpreted with caution. Further research could focus on the col-
lection of more data, especially in relation to these variables, to validate
the results found. Also, motivational variables such as those included in
the self-determination model were not included in the SDL model, des-
pite that fact that these are an important component of SDL (Carr�e,
2010). A more integrated model, showing the links between SDL as a
process and SDL as a personal characteristic, and including motivational
variables, could have added value (Stockdale & Brockett, 2011). Finally,
while this study included a baseline control level, which can be consid-
ered as a first step towards a stronger longitudinal study design, we rec-
ommend including other times of measurement. This is because
sustained use increases the quality of a PDP (Smith & Tillema, 1998)
and the appropriate adoption and development of SDL and reflective
skills increases over time (Lyons, 1998). This may also address the data
attrition issue highlighted in the limitations, as we can assume that the
better SDL is exercised and the better the reflective skills, the better they
will be documented in the PDP.
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Practical implications

As highlighted above, what matters most for companies is having
employees who deliver high-quality job performance, as this has the
greatest impact on the organization’s overall mission and goals (Aguinis,
2009). This study informs HR professionals on the importance of SDL
and fostering employees’ SDL in supporting their performance through
talent management practices. Results reinforce the need for promoting
usage of PDP practice in the workplace, given its impact on job perform-
ance. But what is needed goes further than simply promoting PDP: it is
also important to develop SDL skills through PDP design (Kicken et al.,
2009). This could be also achieved via promotion of SDL in the learning
culture of the company, e.g. by promoting accountability for learning
and by proposing SDL education to employees. Finally, results show that
endorsing informal learning practices within a PDP practice is the most
effective way of supporting employees’ continuous development and
achieving high-quality performance.
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Introduction
The field of talent management (TM) has gained a lot of interest amongst researchers and 
practitioners over the past two decades. Studies show that TM has predictive potential for various 
individual and organisational outcomes in the Southern African context (Barkhuizen, Lesenyeho, 
& Schutte, 2020; Masale, 2020; Mokgojwa, 2019). Yet, the conceptualisation of talent and TM 
remains a pressure point in academic literature, which in turn undermines the practical application 
thereof in the workplace (Gallardo-Gallardo, Thunissen, & Scullion, 2020). According to Gallardo-
Gallardo et al. (2020), questions remain as to how TM is defined and implemented within 
organisations. This can be a consequence of scholars who have differing opinions on whether 
talent is inborn or acquired (Meyers, Van Woerkom, & Dries, 2013). Others debate the contextual 
meanings and jargon that organisations globally use to coin workplace talent (Wiblen & 
McDonnell, 2020). The authors believe that individuals are born with a unique gift(s). These gifts 
need to be uncovered and cultivated for individuals to be recognised as a talent in the workplace, 
and enable them to make a valuable and distinctive contribution towards achieving organisational 
goals. Talent, therefore, is a combination of talent intelligence competencies (Visser, Barkhuizen, 

Introduction: Talent management plays an essential role in the retention of competent 
employees in the workplace. 

Research purpose: The main objective of this research was to determine the relationship 
between talent management, job satisfaction and voluntary turnover intentions of employees 
in a selected South African government institution. 

Motivation for the study: Talent management research within the context of South African 
government institutions has yet to reach its full potential. 

Research design, approach, and method: This study followed a quantitative research design. 
Data was collected from employees at the head office of the selected government institution 
(N = 208). A Talent management measure, job satisfaction questionnaire and a voluntary 
turnover intention questionnaire were distributed.

Findings: The results showed a weak leadership talent mindset. Talent management practices 
such as talent development, performance management, talent retention strategies and 
compensation practices were poorly applied. Almost half of the sample was dissatisfied with 
their jobs, whilst 68% considered quitting their jobs. Talent management practices were 
significantly related to job satisfaction and voluntary turnover intentions. Job satisfaction 
moderated the relationship between talent management and voluntary turnover intentions. 

Management implications: Government leaders are encouraged to adopt a talent mindset 
that will instil a talent culture where talented individuals are allowed to add value and 
contribute to the success of the institution. 

Value add: This research adds to the limited body of research done on talent management in 
the public sector context.

Conclusions: This research highlights the importance of talent management in contributing to 
critical individual outcomes required for sustainable government institutions.

Keywords: government institutions; job satisfaction; leadership talent mindset; talent 
management; voluntary turnover intentions.
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& Schutte, 2018), complemented by the willingness and 
ability to acquire and maintain core employability skills 
(Barkhuizen, 2015).

As for a basic approach to TM, the majority of definitions 
appear to include the concepts of ‘attraction’, ‘development’ 
and ‘retention’ of core skills (Davies & Davies, 2010, 
Fitzgerald, 2014, Lockwood, 2006). Other authors follow a 
more ‘strategic’ approach to TM by defining it as ‘integrated 
systems and processes’, ‘corporate strategy’, ‘achievement of 
business goals’, ‘competitive advantage’ and ‘sustainability’ 
(see Bethke, Mahler, & Staffelbach, 2011; Collings & Mellahi, 
2009; Sparrow, Hird, & Cooper, 2015).

For this study, TM is defined as a strategic process that 
should be integrated with the business and balanced 
scorecard of organisations. Talent management should be 
value-driven and encapsulate a compelling talent value 
proposition (Saurombe, Barkhuizen, & Schutte, 2017) that 
will enable talented employees to be a return on investment 
for any company (Yapp, 2009). Talented individuals can, 
therefore, be the critical role players for the competitive 
advantage and survival of any organisation in an ever-
changing business world (Rabbi, Ahad, Kousar, & Ali, 2015). 

The main objective of this research was to determine the 
relationship between TM, job satisfaction and voluntary 
turnover intentions of employees in a selected South African 
government institution. 

More specifically, the following research questions are 
addressed:

•	 What is the relationship between TM and job satisfaction? 
•	 What is the relationship between TM and voluntary 

turnover intentions?
•	 What is the role of job satisfaction in the TM-voluntary 

turnover intention relationship?
•	 To what extent do participants differ in their perceptions 

of TM practices based on their demographic 
characteristics?

This research is motivated by the fact that context is often 
ignored when doing TM research (see Gallardo-Gallardo 
et al., 2020). King and Vaiman (2019) posit that organisational 
TM operates within a broader macro-level context with 
micro-level TM (i.e. talent management practices) embedded 
in the macro-TM system. As such, we argue that the validity 
and contribution of TM in the South African context and 
especially the government sector has yet to reach its full 
potential. For the same reason, we also chose voluntary 
turnover intentions as a possible outcome of TM for local 
government employees in this study. A study by Hom, Lee, 
Shaw and Hausknecht (2017, p. 539) focused on 100 years of 
research on employee turnover. They concluded that 
researchers need to ‘delve into context-specific investigations 
of turnover’ instead of following a ‘one size fits all’ approach. 
Previous research showed that TM predicts voluntary 
turnover intentions in other contexts (Kwaeng, Barkhuizen, 

& Du Plessis, 2018; Theron, Barkhuizen, & Du Plessis, 2014). 
Lastly, we chose job satisfaction as a possible moderator in 
the TM-turnover relationship. According to Aziri (2011), job 
satisfaction is one of the most complicated aspects for 
managers in managing their employees. Moreover, job 
satisfaction is consistently related to the productivity and 
performance of businesses via employee motivation, which 
is pivotal for the survival of any institution (Pang & Lu, 2018). 
Talent management appears to have a significant impact on 
the job performance of government employees via job 
satisfaction (Magolego, Barkhuizen, & Lesenyeho, 2013).

We believe that this research can make a useful contribution 
to the TM practice and outcomes thereof for South African 
government institutions. Khilji, Tariq and Schuler (2015) 
challenge governments’ involvement in attracting and 
developing national talent and the effective mobilisation of 
expertise across government institutions. In South Africa, 
public institutions are struggling to attract and retain talent 
because of high competition levels, as the private sector 
can  entice potential staff with packages and other benefits 
that exceed what the government can offer (Khan, 2018). 
Moreover, budget constraints in public institutions negatively 
affect the running of the institution, and have a detrimental 
effect on personnel (Ganyaupfu, 2019). The staff turnover 
and vacancy rate have been high over the recent financial 
years, and the institution continually loses talented 
employees (Ogony & Majola, 2018). A report by Mzezewa 
(2019) shows that the voluntary turnover rate for public 
sector employees ranges between 4% and 7%. Therefore, a 
study on TM, job satisfaction and voluntary turnover 
intentions is imperative from a research point of view. 

Literature review
Managing talent through a talent-career life cycle
This study adopts the talent career life cycle framework of 
Schutte and Barkhuizen (2016) to determine the practices that 
should ideally form part of the TM processes of talented 
individuals in the workplace. This framework includes the 
following TM practices: talent mindset, talent branding, talent 
onboarding and deployment, talent engagement, talent 
development, talent performance management and 
recognition, talent compensation and talent retention practices. 

Talent mindset
The leadership talent mindset is critical to ensure that TM 
strategies are supported throughout the organisation (Tladi, 
2016). A talent mindset can be defined as the conviction that 
talented employees add value to the bottom-line of any 
organisation (Luna-Arocas & Morley, 2015). A study by Sadeli 
(2012) shows that leaders need to initiate and implement 
talent practices to understand what fundamental factors 
would attract high-potential individuals. Leaders can further 
develop learning and development programmes to build 
organisational competence through talent pools and smooth 
succession pathways. Talent stakeholders should create a 
talent culture whereby individual talents are aligned with 
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organisational goals (Saurombe et al., 2017), and enabled to 
perform optimally (Mokgojwa, 2019). A recent study by 
Masale (2020) showed that leadership drive and foresight is a 
significant predictor of organisational values and norms, 
strategic direction, success orientation and organisational 
dynamics and innovation. Studies show that leadership is an 
essential factor in the attraction of Generation Y employees 
(Bussin, Mohamed-Padayachee, & Serumaga-Zake, 2019). 
Zaharee, Lipkie, Mehlman and Neylon (2018) found that all 
age groups view quality talent leadership as necessary. Other 
research shows that talent leadership is a consistent predictor 
of the voluntary turnover intentions of employees in 
government institutions (Matobako & Barkhuizen, 2017). 
Moreover, significant discrepancies prevail between 
management levels and their perceptions of the application of 
TM practices. The trend to emerge is that top and senior 
managers experience a more positive implementation of TM 
practices compared to middle- and lower-level management, 
as well as supervisory and operation staff (see Barkhuizen & 
Veldtman, 2012; Masale, 2020).

Talent branding
According to Wilska (2014), employer branding is an 
important short- and long-term strategy to acquire top talent. 
Saurombe et al. (2017) found that fringe benefits/incentives 
and remuneration, leadership and managerial support, 
work-life balance, performance management and 
development, occupational health and safety, and job 
security are essential components of the talent employment 
brand of public sector institutions. Rudhumbu, Chikari, 
Svotwa and Lukusa (2014) found those additional factors 
such as an open, friendly and honest workplace environment; 
the recognition and rewarding of employee competencies; 
employee-friendly recruitment processes and a dynamic, 
high-performance culture is vital to attract and retain talent. 
A study by Maurya and Agarwal (2018) showed that TM 
practices such as fair rewards and remuneration and work-
life balance were the most effective predictors of a compelling 
organisational brand. 

Talent onboarding and deployment
According to Pike (2014), the primary goal of employee 
onboarding programmes is to ensure an optimal fit between 
a new employee and the job/organisation, which in turn 
should translate into higher levels of job performance. A 
great deal of research shows that a job-person match is not 
only essential to reduce stress but also prevent turnover 
intentions (Kumar & Jain, 2012). Mokgojwa (2019) found that 
talented employees value jobs that are in line with their 
qualifications, experience, skills acquired and life purpose. 
Moreover, the talent onboarding processes and induction are 
essential to building a culture of trust between the employer 
and newly hired talent employee (Caldwell & Peters, 2018). 
Molefi (2015) found that poorly applied TM practices could 
result in a breach of the psychological contract in the 
employer–employee relationship. 

According to Campbell and Hirsch (2013), talent deployment 
can be achieved by implementing career movement 
opportunities for talented individuals and prioritise high 
potential individuals for the pivotal jobs in the organisation. 
The early identification of talent pools is supported by 
succession planning methods to nurture and maintain talent 
pools for business continuity. Muslim, Haron and Hashim 
(2012) advise that succession planning and the identification 
of talent pools should be a formalised and long-term strategy 
for any organisation. Muslim et al. (2012) further advocate 
that organisations reduce conflict by filling the right 
candidate with the right qualification in the correct position. 
Moreover, in a more home-grown approach from within, 
when employees see institutions giving promotions, it 
motivates and allows individuals to take responsibility and 
stretch themselves further (McCaffry & Sexton, 2018).

Talent engagement
A great deal of research is devoted to understanding the 
concept of ‘engagement’ in the workplace. Researchers use the 
terminologies such as ‘job engagement’, ‘employee 
engagement’ and ‘work engagement’ interchangeably. For this 
research, we coin the concept of talent engagement as those 
employees who display a high level of energy, who are willing 
to invest a lot of effort in their jobs and who are fully devoted 
to achieving work tasks and to perform (Bakker & Albrecht, 
2018). In essence, talent engagement implies that the individual 
employee is satisfied with the job, and they are keen on doing 
their duties (Mathafena, 2015). Talent engagement is dependent 
on the availability of resources such as management and 
collegial support, clear job and performance expectations, 
compensation and work values (Kotze, 2018). 

Talent development
Studies by Lesenyeho (2017) and Saurombe et al. (2017) show 
that opportunities for training and development, and career 
advancement are critical considerations for employees to join 
a preferred employer of choice in the government sector. 
Organisations are positively perceived if they display the 
desire to improve talent (Saurombe et al., 2017). Van Dyk 
(2009) maintains that employees who consider a career path 
in the public sector should be exposed to developmental 
opportunities and widening of their skills to benefit the 
organisation, themselves and the community at large. 
According to Roman (2011), career growth, learning and 
development are the most critical motivational aspects  for 
retention. As such, employers should focus on implementing 
career development programmes not merely aimed at 
supporting individual development, but to engage and retain 
their employees (Alias, Noor, & Hassan, 2014). According to 
Diseko (2015), the development of public servants can 
improve their efficiency in service delivery. Bussin and 
Thabethe (2018) found that employees aged between 19 and 
29 years had a higher preference for learning and development 
of career paths compared to other groups. Barkhuizen (2013) 
found that those employees with a lower level of education, 
such as a Bachelor’s degree experienced fewer talent 
development opportunities compared to those with post-
graduate qualifications in government institutions. 
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Talent performance and recognition
According to Masri and Suliman (2019), TM and performance 
management are strategic tools that can assist in the 
implementation of strategic objectives that can in turn, 
enhance employee and organisational performance. 
Organisations are responsible for creating a talent culture 
that will enable employees to contribute to their strategic 
objectives (Masale, 2020) and to keep talent performance 
sustainable (Vural, Vardarlier, & Aykir, 2012). Vural et al. 
(2012) further found that talent performance systems are 
pivotal to keep talent committed towards their jobs. Talented 
employees therefore need role clarity, opportunities to apply 
skills, and participate in career decisions to achieve career 
success (Lesenyeho, 2017). Altindağ, Çirak and Acar (2018) 
found that fair and trustworthy performance appraisal 
systems, as well as the management of performance 
appraisals, are essential to instil feelings of trust, a sense of 
belongingness and job satisfaction for talented individuals. A 
study by Marcus and Gopinath (2017) showed that Generation 
Y and Z employees perceive that institutions do not set 
achievable targets to earn performance rewards and are 
impartial in its rewards and recognition. 

Talent compensation
Talent compensation and rewards are rapidly growing 
research fields. The latest prominent definition of total 
rewards refers to the components of compensation, well-
being, benefits, development and recognition (WorldatWork, 
2020). Compensation plays an essential role in the attraction 
and retention of talented employees. Slechther, Hung and 
Bussin (2014) found that talent attraction depends on a 
reward package that includes high levels of remuneration as 
well as benefits and variable pay. According to Bryant and 
Allen (2013), factors such as compensation structure, 
compensation procedures, types of compensation, perceived 
fairness and equity in salary, and linking compensation and 
benefits are essential solutions to retain talent in the 
workplace. 

In the public sector, pay and employee benefits policies are 
subject to a collective bargaining process by all stakeholders, 
mostly unions and politicians (Knies, Boselie, Gould-
Williams, & Vandenabeele, 2018). There are monetary and 
non-monetary incentives that act as motivators for 
employees to remain in the organisation. The higher the 
incentives an employee receives, greater is the loss if the 
employee exits the organisation (Van Dyk, Coetzee, & 
Takawira, 2013). Organisations predominantly use 
competitive pay packages as an effective retention strategy 
(Roman, 2011). Bussin and Toerien (2015) advocate a holistic 
approach to total rewards in companies is required to 
prevent increased turnover and job-hopping. According to 
Pregnolato, Bussin and Schlechter (2017), Generation Y 
considers a comprehensive rewards package such as 
benefits, performance, recognition, remuneration and career 
advancement as essential components in their decision to 
remain in an organisation.

Talent retention practices
Research to date shows that talent retention practices 
remain one of the most neglected methods in the TM 
process (Barkhuizen et al., 2020). Most of the time, 
government institutions do not have retention practices 
in place or managements neglect to have frequent talent 
retention conversations with employees. Lewis and 
Sequeira (2012) believe that the design and implementation 
of employee retention strategies is a skill that management 
should prioritise. Mandhanya (2015) found that additional 
factors such as recruitment and selection, training 
and development, compensation packages, working 
environment, recognition, and rewards and leadership 
are significantly related to employee retention policies 
practised by the institution. Shipena (2019) revealed 
that government employees who had fewer chances for 
promotion experienced a weaker application of talent 
retention practices. Molefi (2015) found that public sector 
nurses working overtime perceived that their institution 
is less inclined to retain their services compared to those 
working fewer hours in a work week.

Outcomes of talent management: Job 
satisfaction and voluntary turnover intentions
Talent management and job satisfaction
Job satisfaction is an essential attitudinal variable to 
research because of its strategic importance for 
organisational functioning (Sila & Širok, 2018), and as a 
critical talent indicator (Paadi, Barkhuizen, & Swanepoel, 
2019). Job satisfaction has been defined in various ways that 
involves the individual’s attitude to aspects of the work and 
the work context. According to Roman (2011) job satisfaction 
is a consequence of the degree of pleasure that one derives 
from compensation, management support, promotion 
opportunities, work environment, organisational culture, 
colleagues and the duties executed. Job satisfaction can also 
include employees’ feelings towards their organisations’ 
performance, policies and general human resource (HR) 
practices (Dixit & Arrawatia, 2018; Theron et al., 2014).

There is some research evidence to link TM with job 
satisfaction in the public sector. Magolego et al. (2013) 
found that talent is a positive predictor of job satisfaction 
in a sample of local government employees. Similar results 
were obtained by Dixit and Arrawatia (2018), who found 
that TM in general and TM practices had a direct impact 
on the job satisfaction of employees. A study by Hafez, 
AbouelNeel and Elsaid (2017) showed that TM components, 
such as motivating outstanding performance, training and 
development, and job enrichment had a positive effect on 
job satisfaction. Senona (2017) found that TM practices 
such as talent strategy, staffing (deployment), talent 
acquisition, talent retention and financial rewards were 
significant predictors of the job satisfaction of public 
school teachers. Paadi et al. (2019) found that the 
availability of  talent internship programmes for public 
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sector, early-career employees significantly enhanced their 
job satisfaction:

H1: Talent management would be a significant positive predictor 
of the job satisfaction of government employees 

Talent management and voluntary turnover intentions
Arshad and Puteh (2015) regards turnover as an individual’s 
behaviour of leaving the organisation. According to Uğural, 
Giritli and Urbański (2020), employees are the custodians of a 
voluntary movement of turnover, whilst involuntary 
turnover involves processes initiated by organisations to 
terminate the service of employees. Voluntary employee 
turnover is an area of concern because of the costs associated 
with it (Surji, 2013). Moreover, talent turnover has a direct 
negative impact on organisational effectiveness (Ahmed, 
Sabir, Khosa, Ahmad, & Bilal, 2016). Managers should 
therefore have regular talent retention conversations with 
employees to mitigate risk factors that can result in voluntary 
turnover intentions (Mokgojwa, 2019). 

Research studies to date consistently relate TM to talent 
retention. The talent mindset of managers appears to be 
one of the main predictors of the turnover intentions of 
talented employees (Matobako & Barkhuizen, 2017). Other 
talent factors contributing to voluntary turnover intentions 
in the workplace include inadequate compensation (Theron 
et al., 2014), a lack of meaningful work (Saurombe, 2015), 
poor workforce planning, talent retention strategies and 
talent development opportunities (Masale, 2020) and 
inferior talent branding, talent deployment and talent 
engagement (Shipena, 2019). Lee and Jimenez (2010) found 
that a performance-based supporting supervision combined 
with a performance-based reward system reduced the 
likelihood of voluntary labour turnover. A study by Bussin 
and Thabethe (2018) showed that a monthly salary is 
mostly related to attracting, retaining and motivating 
employees:

H2: Talent management would be significantly negatively 
related to the voluntary turnover intentions of government 
employees

Job satisfaction as a moderating variable between talent 
management and voluntary turnover intentions
Although job satisfaction is a consistent, intervening 
variable in many studies, research on the effect of job 
satisfaction in the TM-voluntary retention relation has yet 
to emerge. Masale (2020) found that a combination of 
positive, work-related outcomes (i.e. job satisfaction, hope, 
locus of control, meaning, productive organisational 
energy and organisational commitment) partially 
moderated the relationship between talent culture and the 
intention to quit. There is some evidence that job 
satisfaction can play a moderating role between TM 
dimensions and turnover intentions. A study by Turgut, 
Bekmezci and Ateş (2017) showed that job satisfaction 
partially moderated the relationship between servant 
leadership and employee turnover intentions. Kwaeng 

et al. (2018) found that job and organisational satisfaction 
moderate the relationship between recognition and 
voluntary turnover intentions, as well as managing talent 
and voluntary turnover intentions. 

In light of the above discussion, we predict that:

H3: Job Satisfaction moderates the relationship between talent 
management and voluntary turnover intentions of government 
employees 

Research design
Research approach
A quantitative research approach was followed using 
surveys to collect data. A cross-sectional research design was 
adopted whereby data was collected at one point in time. 
Cross-sectional research is ideally suited to test the 
relationship between the variables in this study, which is TM, 
job satisfaction and voluntary turnover intentions (Field, 
2019). This research falls within the positivist research 
paradigm. Positivism implies that the research methodology 
applied to collect data is objective or detached to measure 
variables and test hypotheses to derive causal explanations 
(Antwi & Kasim, 2015).

Sampling
The head office of the respective institution was identified as 
the unit of analyses for this study. The researchers approached 
chief directors, directors, assistant directors, middle managers 
and the lower levels of staff to obtain a comprehensive 
overview of TM practices and their outcomes in the 
institution. The stratified random sampling technique used 
in the study resulted in a diverse group of respondents. Five 
hundred questionnaires were distributed to managers and 
employees at the head office. The total number of respondents 
was N = 208, which represents a 42% response rate. According 
to Nulty (2008), internal surveys generally receive a 30% – 
40% response rate. 

Most of the respondents in this study were female (56.3%), 
aged between 40 and 49 (42.3%), from the African ethnic 
group (82.7%), and Sepedi-speaking (16.3%). The respondents 
had a Bachelor’s degree as their highest level of educational 
qualification (31.8%) and employed in operational positions 
(38%). The majority of the participants were employed in the 
institution for 6 and 10 years (38.5%), and employed in their 
current job for 6 and 10 years (45.7%), never been promoted 
(58.2%), and working between 31 h and 40 h per week (53.8%).

Research method
Measuring instruments
A TM measure (Barkhuizen, 2018a) was used to measure the 
participants’ perceptions of the current application of TM 
practices. The TM measure consists of 48 items and measure 
eight TM practices. The TM practices include talent mindset, 
talent branding, talent onboarding and deployment, talent 
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engagement, talent development, talent performance 
management and recognition, talent compensation, and 
talent retention practices. Respondents were requested to 
indicate their responses on a six-point Likert scale ranging 
from ‘strongly Disagree (1)’ to ‘strongly agree (6)’. The 
questionnaire obtained acceptable reliabilities of α ranging 
from 0.793 to 0.920 (Shipena, 2019).

A job satisfaction questionnaire (self-developed) was used to 
determine the level of job satisfaction with several aspects of 
the work itself, and the working environment. The questionnaire 
consisted of 10 items. Each item referred to a feature or factor 
that enforces or reinforces job satisfaction in the working 
environment. The questionnaire was distributed to subject 
matter experts to verify the face and content validity. The 
response choices offered for each item or statement is ‘strongly 
disagree (1)’ to ‘strongly agree (6)’. The reliability of the 
questionnaire was established in the present study. 

The final questionnaire used in the study was the employee 
retention questionnaire (Barkhuizen, 2018b). This consisted of 
up to six items and determined the employees’ intentions to 
quit the institution. The respondents in the study were 
requested to rate the items on a six-point scale from ‘strongly 
disagree (1)’ to ‘strongly agree (6)’. This questionnaire obtained 
an acceptable internal consistency of 0.921 (Shipena, 2019).

Biographical information such as gender, age, ethnicity, 
home language, highest educational qualification, job level, 
years of employment in current organisation and job, 
promotion opportunities and working hours were gathered 
from the respondents. 

Research procedure
The researchers obtained ethical clearance before the 
commencement of the study. The top management of the 
government institution granted permission to do the 
research. The researchers distributed the questionnaires 
both, as hard copies and electronically. The confidentiality of 
the respondents was maintained at all times. 

Statistical analyses
Statistical analysis was carried out using the SPSS software 
(SPSS Inc., 2019). The reliability and validity of the TM 
measure, job satisfaction questionnaire, and the voluntary 
turnover intention measures were determined using 
exploratory factor analysis and Cronbach’s alpha coefficients. 
Pearson correlation analyses and hierarchical regression 
analyses were applied to determine the relationships between 
the variables in this study. The following guidelines (see 
Cohen, 1988) were used to determine the magnitude of the 
relationships where significance was obtained: r ≤ 0.29, p ≤ 0.05 
(statistically significant relationship), 0.30 ≤ r ≤ 0.49, p ≤ 0.05 
(practically significant, medium effect) and r ≥ 0.50, 
p ≤  0.05  (practically significant, large effect). Multivariate 
analyses of variance were used to determine whether there 

were any significant differences amongst demographic 
groups based on TM.

Hierarchical regression analyses were used to determine the 
moderating effect of job satisfaction between TM and 
voluntary turnover intentions. The guidelines of Baron and 
Kenny (1986) were followed. Four steps are involved. First, 
the predictor variable (i.e. TM) of voluntary turnover 
intentions is added; second the moderator variable (i.e. job 
satisfaction). Third, both the predictor and moderator 
variable are added. The final step involves adding the 
interaction variable (i.e. multiplying the predictor value with 
the moderation variable) together with the predictor and 
moderator variable. The result of the interaction variable 
must be significant for moderation to occur. In line with the 
recommendation of Cohen (2008), both the independent 
(predictor) and moderator variables were centred on 
reducing multi-collinearity. 

Ethical considerations
The research was subjected to ethical clearance at Southern 
Business School. At the time of the research, SBS did not have 
a system whereby ethics numbers were provided to students. 
Student numbers were used; refer to the attached letter. 
Ethical clearance number: 21510675

Results
Factor and reliability analyses
The Kaiser-Meyer-Olkin (KMO) measure of sampling 
adequacy and Bartlett’s test of sphericity was performed on 
the three measures to determine its suitability for factor 
analyses. The measures obtained the following KMOs: TM, 
0.930; job satisfaction, 0.860, and voluntary turnover, 0.902. 
The measures all complied with the guidelines of KMO ≥ 0.60 
(Hair, Black, & Babin, 2010) and were subsequently subjected 
to an exploratory factor analyses.

Talent management
The principal component factor analyses for the TM measure 
initially resulted in an eight-factor solution. The TM 
measure was subsequently subjected to a principal 
component factor analysis using varimax rotation. The 
results showed eight underlying factors for the TM measure: 
talent onboarding and deployment (factor 1), talent 
performance management and recognition (factor 2), talent 
mindset (factor 3), talent engagement (factor 4), talent 
development (factor 5), talent compensation (factor 6), 
talent branding (factor 7) and talent retention practices 
(factor 8). The factors explained 73.233% of the total 
variance. Eight items were deleted because of problematic 
loadings. The remaining items showed acceptable loadings 
of above 0.50. 

Job satisfaction
Principal components factor analyses resulted in one 
underlying factor for the job satisfaction measure. The factor 
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was labelled job satisfaction and explained 49.665% of the 
total variance. All items showed acceptable loadings.

Voluntary turnover intentions
Principal components factor analyses resulted in one 
underlying factor for the voluntary turnover intention 
measure. The factor was labelled job satisfaction and 
explained 71.982% of the total variance. All items showed 
acceptable loadings.

The descriptive statistics and reliabilities of the measurements 
are reported in Table 1.

The results in Table 1 show acceptable to excellent 
Cronbach’s alphas of α ≥ 0.70 (Field, 2019) for the different 
factors. As regards the results on TM, about half of the 
participants experienced a lack of talent mindset in the 
institution. Also, the institution seems to lack opportunities 
for talent development, poor performance management 
practices and limited talent retention strategies. Almost 40% 
of the sample perceived inadequate talent compensation 
practices. The results further showed that more than 60% of 
the sample experienced a positive talent brand and felt that 
they are employed in a job that is in line with their skills, 
competencies, and experience. About 75% of the sample 
appeared to be engaged in their careers. The results further 
showed that about 45% of the sample was not satisfied with 
their jobs, whilst 68% of the sample considered quitting 
their jobs. 

The next section reports on the testing of the hypotheses 
developed for this study. 

Testing of hypotheses
Pearson correlation analyses were used to test the first two 
hypotheses set for this study:

H1: Talent management would be a significant positive predictor 
of the job satisfaction of government employees 

H2: Talent management would be significantly negatively 
related to the voluntary turnover intentions of government 
employees

The results of the hypotheses testing are reported in Table 2.

The results in Table 2 show that all TM practices (i.e. talent 
mindset, talent branding, talent onboarding and 
deployment, talent engagement, talent development, 
talent performance and recognition, talent compensation 
and talent retention) are practically, significantly and 
positively related to the job satisfaction. The effects were 
large. 

The results support Hypotheses 1 that TM practices would 
be significantly positively related to job satisfaction.

The results further revealed that all TM practices (i.e. talent 
mindset, talent branding, talent onboarding and deployment, 
talent engagement, talent development, talent performance 
and recognition, talent compensation and talent retention) 
are practically, significantly and negatively related to the 
voluntary turnover intentions of staff. The effect of talent 
development was large and for the remainder of the TM 
practices were medium. 

The results support Hypothesis 2 that that TM practices 
would be significantly negatively related to voluntary 
turnover intentions. 

Hierarchical regression analyses were used to test the 
moderating effect of job satisfaction TM and voluntary 
turnover intention. A second-order factor analysis was 
performed on the TM measure (total variance explained, 
65.298%). All variables were centred for the analyses. The 
results are reported in Figure 1.

TABLE 1: Descriptive statistics and reliabilities of the measurements.
Measurement dimensions Mean SD Skewness Kurtosis α

Talent management practices
Talent mindset 3.1760 1.26430 -0.021 -1.042 0.912
Talent branding 4.1490 1.15157 -0.752 -0.053 0.871
Talent deployment and onboarding 4.1484 1.34165 -0.624 -0.449 0.939
Talent engagement 4.5500 1.13708 -1.066 0.716 0.875
Talent development 3.4238 1.27485 -0.269 -0.919 0.915
Talent performance management and recognition 3.0192 1.18878 0.071 -0.692 0.896
Talent compensation 3.8017 1.26574 -0.371 -0.552 0.853
Talent retention practices 3.5938 1.42853 -0.333 -0.841 0.732
Job satisfaction 3.4793 1.05354 -0.322 -0.483 0.882
Voluntary turnover intentions 4.1827 1.38643 -0.656 -0.245 0.917

SD, standard deviation.

FIGURE 1: Regression analyses: Talent management, job satisfaction and 
voluntary turnover intentions.
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The first step reveals a significant negative relationship 
between TM and voluntary turnover intentions 
(β = -0.582; p = 0.000), an indication that weak TM practices 
are associated with higher voluntary turnover intentions. 
Talent management explained 33.9% of the variance in 
voluntary turnover intentions (R2 = 0.339; p < 0.001). The 
second step reveals a significant negative relationship 
between job satisfaction and voluntary turnover intentions 
(β = -0.584; p = 0.000), an indication that employees with 
lower levels of job satisfaction would experience higher 
levels of voluntary turnover intentions. Job satisfaction 
explains 30.1% of the variance in organisational commitment 
(R2 = 0.301; p < 0.001). The third step in the moderation 
analyses yielded a significant prediction result for TM and 
voluntary turnover intentions (β = -0.428; p = 0.000) but a 
non-significant prediction result for job satisfaction and 
voluntary turnover intentions (β = -0.178; p = 0.116). Talent 
management and job satisfaction (and its covariates) 
explained 34.7% of the variance in voluntary turnover 
intentions (R2 = 0.347; p = 0.000). The final step with the 
adding of the interaction variable (talent management × job 
satisfaction) yielded a significant result (β = -0.122; p = 
0.038), with a slight increase in the total variance explained 
(R2 = 0.361; p = 0.000). Job Satisfaction, therefore, moderates 
the relationship between TM and voluntary turnover 
intentions.

Based on the above results, we accept Hypothesis 3 that job 
satisfaction moderates the relationship between TM and 
voluntary turnover intentions. 

In this study, we were also interested to determine how the 
participants perceived TM practices based on their demographic 
characteristics. The results of the Manova analyses between 
TM and demographic variables are reported next.

The results in Table 3 show that significant differences exist 
between demographic groups and TM practices based on 
their job level. Regarding job level, post-hoc analyses revealed 
that middle management perceived a higher level of talent 
deployment than those employed on operational level 
(F [3.205] = 4.127, partial eta, 0.058). The effect was small. The 
results further showed that senior management experienced 
a higher level of compensation compared to lower-level 
management and operational-level employees (F [3.205] = 4.196, 
partial eta, 0.059]. The effect was small. 

Discussion
The main objective of this research was to determine the 
relationship between TM, job satisfaction and voluntary 
turnover intentions of employees in a selected South African 
government institution. We also explored the possible 
moderating effect of job satisfaction in the TM-voluntary 
turnover intentions relationship. Lastly, we investigated 
whether significant differences exist between the participants 
in their perceptions of TM practices based on their demographic 
characteristics (i.e. gender, age, ethnicity, home language, 
highest educational qualification, job level, years of 
employment in current organisation and job, promotion 
opportunities and working hours). This research was motivated 
by the fact that little knowledge currently exists on the 
application of TM practices in the context of the South African 
government itself and the outcomes thereof (i.e. job satisfaction 
and voluntary turnover intentions) on individual employees. 

Concerning TM practices, the results showed that the 
government institution lacks the leadership talent mindset to 
recognise the value that talented people can add to the 
institution. According to Masale (2020) a lack of leadership 
talent mindset and drive undermine the creation of a talent 
culture and the strategic direction required to ensure the success 

TABLE 2: Pearson correlation analyses between talent management, job satisfaction and voluntary turnover intentions.
Variables Talent mindset Talent brand Talent 

deployment
Talent 

engagement
Talent 

development
Talent 

performance 
management 

Talent 
compensation

Talent 
retention

Job 
satisfaction

Voluntary 
turnover 

Talent mindset 1 - - - - - - - - -
Talent brand 0.597** - - - - - - - - -

0.000 - - - - - - - - -
Talent deployment 0.520** 0.515** - - - - - - - -

0.000 0.000 - - - - - - - -
Talent engagement 0.460** 0.593** 0.593** - - - - - - -

0.000 0.000 0.000 - - - - - - -
Talent development 0.591** 0.470** 0.720** 0.575** - - - - - -

0.000 0.000 0.000 0.000 - - - - - -
Talent performance 
management

0.546** 0.495** 0.519** 0.462** 0.685** - - - - -
0.000 0.000 0.000 0.000 0.000 - - - - -

Talent compensation 0.434** 0.416** 0.467** 0.339** 0.447** 0.532** - - - -
0.000 0.000 0.000 0.000 0.000 0.000 - - - -

Talent retention practices 0.301** 0.403** 0.318** 0.341** 0.377** 0.541** 0.472** - - -
0.000 0.000 0.000 0.000 0.000 0.000 0.000 - - -

Job satisfaction 0.619** 0.623** 0.685** 0.575** 0.702** 0.724** 0.634** 0.580** - -
0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 - -

Voluntary turnover -0.403** -0.432** -0.383** -0.369** -0.506** -0.481** -0.437** -0.447** -0.548** 1
0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 -

**, Denotes significant relationships between the variables. Below are the cut-off points for statistical significance: 
r ≤ 0.29, p ≤ 0.05 (statistically significant relationship), 0.30 ≤ r ≤ 0.49, p ≤ 0.05 (practically significant, medium effect) and r ≥ 0.50, p ≤ 0.05 (practically significant, large effect).

http://www.sajhrm.co.za


Page 9 of 12 Original Research

http://www.sajhrm.co.za Open Access

of the institution. Consequently, talented employees will not be 
able to function optimally in the workplace (Mokgojwa, 2019) 
and may seek employment opportunities elsewhere (Motabako 
& Barkhuizen, 2017). The critical effect of a leadership talent 
mindset in individual behaviours can, therefore, not be 
underestimated (Turgut et al., 2017; Zaharee et al., 2018).

In this study, a lack of career development opportunities also 
emerged as a problematic TM practice. This is an area of 
concern as career development is a critical factor in employees’ 
decision to seek employment with a prospective employer 
(Lesenyeho, 2017; Saurombe et al., 2017). Moreover, as 
mentioned by Roman (2011), opportunities for career growth 
and development are some of the critical factors that drive the 
turnover intentions of employees. As with previous research, 
talent development was significantly related to voluntary 
turnover intentions, implying that employees are likely to 
leave the organisation because of a lack of career development 
and growth opportunities (Masale, 2020). Furthermore, poor 
talent development practices also significantly reduced the 
job satisfaction of employees (Hafez et al., 2017).

The management of talent performance emerged as an area 
of great concern in this study. About half of the participants 
experienced a mediocre application of performance 
management practices. Effective talent performance 
management practices are essential strategic tools to ensure 
that the strategic objectives of the organisations are met 
through the optimal performance of talent (Masri & Suliman, 
2019). Moreover, the fair and trustworthy application of 
performance management systems and appraisal contributes 
to feelings of trust, belongingness and job satisfaction of 
talented employees (Altindağ et al., 2018). Our results 
showed that poor talent performance management had a 
direct impact on the job dissatisfaction of employees (see 
Hafez et al., 2017). Moreover, poor performance management 
also enhanced the voluntary turnover intentions of employees 
(see Lee & Jimenez, 2010). The recognition and rewarding of 
talent and a high-performance culture is, therefore, essential 
to retain talent (Rudhumbu et al., 2014). 

The results showed that about 40% of the sample perceived 
inadequate talent compensation practices. Consequently, 
public sector institutions are at risk of talented employees 
being poached by the private sector because of higher salary 
offerings (Khan, 2018). Public sector compensation is already 

a complicated bargaining process that involves a vast 
majority of stakeholders (Knies, et al., 2018). Institutions 
should, at a minimum, possess a properly assembled 
compensation structure, compensation procedures, and 
differentiation in types of rewards to retain key talent (Bryant 
& Allen, 2013). The results of this study support Senona 
(2017) in that inadequate compensation can reduce the job 
satisfaction of employees and enhance voluntary turnover 
intentions (Kwaeng et al., 2018; Theron et al., 2014). The 
results of this study also showed that senior management 
experienced better-structured compensation compared to 
lower-level management and operational-level employees. A 
possible explanation for this finding is that management 
earn higher salaries and incentives as they move up the 
ranks. Another reason can be found in the popular press that 
continues to highlight discrepancies in the remuneration of 
higher-level management. Schlecther et al. (2014) advise that 
institutions can benefit from introducing more compelling 
reward practices as a method to motivate employees at all job 
levels.

The participants furthermore highlighted a lack of retention 
strategies in the institution. These results are concerning as 
about 68% of the sample voluntarily considered quitting 
their jobs. As mentioned by Mokgojwa (2019), managers 
should have frequent talent retention conversations with 
talented individuals to ensure they are continually committed 
to the institution. In this study, a lack of talent retention 
strategies had a significant impact on the job satisfaction and 
voluntary turnover intentions of employees. In line with 
Lewis and Sequeira (2012), we argue that the design and 
implementation of employee retention strategies should be a 
skill and priority by management. 

In this study, about 60% of the sample perceived a somewhat 
adequate talent brand and talent onboarding and deployment 
processes. The talent employer brand is essential to attract 
and retain key people and support the short- and long-term 
strategies of organisation (Wilska, 2014). The results of this 
study further showed that the perceived talent brand has a 
significant impact on the job satisfaction and voluntary 
turnover intentions of employees. Government institutions 
should therefore develop compelling talent value 
propositions to support the employment brand of the 
institution (Saurombe et al., 2017) that can foster positive 
work-related behaviours and prevent turnover. 

TABLE 3: Manova analyses between talent management and demographic variables.
Demographic variables Value F Hypothesis df Error df Sig. Partial Eta 

Squared

Gender 0.956 1.141 8.000 199.000 0.337 0.044
Home language 0.602 1.255 80.000 1207.287 0.069 0.061
Age 0.845 1.424 24.000 571.961 0.088 0.055
Highest educational qualification 0.796 1.445 32.000 724.407 0.055 0.055
Years of work in organisation 0.842 1.081 32.000 724.407 0.350 0.042
Years of work in current job 0.862 1.251 24.000 571.961 0.190 0.048
Promotion changes 0.888 1.308b 16.000 342.000 0.189 0.058
Hours work 0.925 0.648 24.000 571.961 0.901 0.026
Job level 0.801 1.875 24.000 566.161 0.007** 0.071

**, Indicate significant difference.
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Although most of the participants displayed a positive 
attitude towards talent onboarding and deployment, more 
attention should be devoted to expanding the effectiveness 
of these practices for the entire talent workforce. The 
induction of new talent as well as matching talent with the 
right positions and institutional culture is of considerable 
significance if institutions are to build a trust relationship 
with individuals and ensure optimal performance (see 
Caldwell & Peters, 2018; Kumar & Jain, 2012; Pike, 2014). The 
breach of the employer–employee trust relationship and 
subsequent psychological contract (see Molefi, 2015) at the 
start of a new incumbent’s employment can translate into 
higher voluntary turnover intentions (Shipena, 2019) and 
undermine business continuity (Campbell & Hirsch, 2013; 
Muslim et al., 2012). In line with Senona (2017), we also found 
that a mismatch between employee–employer expectations 
as far as TM practices in the institution is concerned. Poor 
deployment significantly reduced the job satisfaction of 
talented employees. The regression analyses in this study 
revealed that onboarding and talent deployment practices 
have a spillover effect on the job satisfaction and subsequent 
voluntary turnover intentions of employees. These findings 
again emphasise the importance of a well-established 
onboarding process right at the start of the TM process to 
ensure the continued employment of talented employees. 
Middle management in this study reported a higher job-
person match compared to lower-level employees. One can 
argue that management is more established in their positions 
whilst operational level employees still have to craft their 
career paths in the organisation. This assumption is open for 
speculation, and follow-up research is required to explain 
these findings. 

A surprising result of this study is that employees seemed 
to be highly engaged in their jobs and willing to walk the 
extra mile for the institution. In line with Kotze (2018) the 
authors argue that institutional resources such as the 
relatively well implemented talented brand and talent 
onboarding practices could enhance talent engagement. 
The present study showed significant relationships 
between talent branding, talent onboarding and talent 
engagement. 

Lastly, we found support that job satisfaction moderates the 
relationship between TM and voluntary turnover intentions 
(see Kwaeng et al., 2018). These results provide evidence that 
individual attitudes, in this case job satisfaction, can diminish 
the adverse consequences of weak TM for the individual and 
broader organisation by reducing voluntary labour turnover. 
The prevention of voluntary turnover is essential for the 
effectiveness and survival of government institutions 
(Ahmed et al., 2016; Pang & Lu, 2018).

Implications for human resource managers and 
practitioners
The results of this research have important implications 
for HR managers and practitioners. The weak application 
of TM practices in this study highlights the call for HR 

managers and practitioners to play a more active business 
partner role and ensure that TM becomes a strategic 
imperative for government institutions. As evidenced in 
the present study, the absence of adequately assembled 
TM practices contributed significantly to the voluntary 
turnover intentions of government employees. High 
labour turnover can diminish institutional effectiveness 
and sustainability and prevent government institutions 
from delivering essential services to the broader public. 
The lack of leadership mindset and support for TM 
requires from HR practitioners to educate government 
leaders on the strategic institutional importance of TM. 
Leadership talent mindset and commitment is pivotal to 
ensure institutional and broader societal efficiency 
through talented employees. A TM strategy that is aligned 
with the goals of the institution can also assist in 
eradicating the disconnect between the perceived 
effectiveness of TM practices between the different job 
levels in the government institution. A more integrated 
and strategic TM approach can foster an institutional 
culture of inclusivity that is essential for the enhancement 
of positive, work-related outcomes such as job satisfaction 
and talent retention. 

Limitations and recommendations
As with any research, this study also had some limitations. 
First, a cross-sectional research design was used, which 
limited the researchers to make cause and effect inferences 
over a more extended period. Longitudinal studies could be 
beneficial to determine the interrelationships between TM, 
job satisfaction, and voluntary turnover intentions over 
multiple periods to allow for the prediction of staff turnover 
in any give situation. This study yielded some exciting results 
that could not be explored because of its quantitative and 
objective nature. A mixed-method research approach using 
semi-structured interviews can determine, for example, the 
reasons behind the high work engagement levels of 
employees, whilst experiencing poor TM and leadership 
practices. 

Conclusion
The study emphasised the importance of TM in the 
productivity and sustainability of government institutions. 
The research and practice of TM has still to gain its full 
contextual potential. In this study, our focus was on the 
government in a developing context such as South Africa. 
Based on our findings, more research is required to 
understand TM in multiple, global, contextual domains. 
This will also allow for cross-cultural comparisons, and 
prepare government institutions more adequately to 
manage global talent effectively. Finally, government 
leaders are also encouraged to adopt a talent mindset that 
will instil a talent culture where talented individuals are 
allowed to add value and contribute to the success of the 
institutions. 
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Abstract

Purpose –The aim of the current research is to examine how job performance is affected by high-performance
work system (HPWS) and human capital. Furthermore, the research focuses on exploring the mediating role
played by human capital in HPWS and job performance relationship.
Design/methodology/approach – Data was collected from service sector employees. A sample of 400
respondents was selected from the chosen population using purposive sampling.
Findings – The results reveal that HPWS and human capital positively and significantly affect job
performance. The impact of HPWS in creating human capital was also supported. The research also
hypothesized mediating role played by human capital in HPWS and job performance relationship, and it was
partially supported.
Originality/value – Recent literature is evident of the relationship between performance and HPWS;
however, the mechanism between these variables is still unclear (Demirbag et al., 2014). There is a need of
identifying the factors that strengthen this relationship. The current research is an attempt to fill this gap by
examining the effect of HPWSon job performance. Furthermore, it explores the role played by human capital in
strengthening the connection of HPWS and job performance.

Keywords Human capital, Job performance, High-performance work system (HPWS)

Paper type Research paper

Introduction
High-performance work system (HPWS) is considered as an essential factor influencing the
performance-related outcomes. Organizations invest heavily in developing such systems in
order to boost performance (Combs et al., 2006). It is defined as a system that is integrated and
bundles different HR practices (Evans and Davis, 2005). These HR practices should be
separate but interconnected and should act as a system (Appelbaum et al., 2000; Boxall and
Macky, 2009). The system developed by bundling of HR practices has an important effect on
performance (Raineri, 2017). A lot of researchers recently are focusing on the performance
outcomes and HPWS relationship (Imran et al., 2015; Imran and Shahab, 2018).

Recent literature is evident of the relationship between HPWS and performance; however,
the mechanism between these variables is still unclear (Demirbag et al., 2014). There is a need
of identifying the factors that strengthen this relationship. The bundle of HR practices cannot
do wonders alone. In order to attain performance outcomes, the contributionsmade by people
selected, trained and developed through such practices are very important. Improved
performance is of extreme importance for the organizations; thus, they are redesigning their
strategies to develop human resources (Harpan and Draghici, 2014). Human capital approach
assumes that organizations adopt HPWS, which helps in human capital creation, thus
resulting in increased performance (Wright et al., 2001). The research in this area is still
scarce, and a lot of exploration needs to be done to identify this relationship (Hsu et al., 2007;
Jiang et al., 2012; Raineri, 2017). Majority of research in this area is in Western context
ignoring the Middle Eastern context that has a lot of potential for growth. Researchers have
started focusing on the gulf area that is composed of six member states including Saudi
Arabia, UAE, Oman, Bahrain, Kuwait and Qatar. However, only few empirical research
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studies are available in the area of HPWS and human capital, thus creating a gap to be
researched (Fadhil, 2019; Imran and Al-Ansi, 2019; Imran and Shahab, 2018; Qureshi, 2019).
The current research is an attempt to fill this gap by examining the effect of HPWS on job
performance. Furthermore, it explores the role played by human capital in strengthening the
connection of HPWS and job performance. The research aims at finding the answers to
following research questions;

(1) To what extent high-performance work system affect job performance in service
sector of Oman?

(2) What is the role played by human capital in the relationship between high-
performance work system and job performance?

Literature review
High-performance work systems (HPWS)
The idea of having HPWSs originated form and had its roots in the last century during US
industrial revolution (Barnes, 2001 as cited in Al Anzi and Al Abbadi, 2011). During this
period, it was realized that the level of global competition was intense and there is need to
rethink about reliable processes. On the other hand, it is argued that HPWShas its roots in HR
practices with the Japanese systems (Chaudhuri, 2009). Despite these different perspectives,
the main idea of HPWS is to have an effective organization that has involved, committed and
empowered employees (Tomer, 2001).

The concept of high performance of organizations is a relatively subjective concept that
largely depends upon the mission and circumstances of the organization. It is described as a
system comprised of different managerial practices combined together to build an
environment where employees develop feelings of commitment and responsibility (Brown,
2006). HPWS is also defined as HR practices bundled together to be able to attract employees,
retain and motivate them (Messer et al., 2010). The practices may include staffing practices,
training and development efforts, performance appraisal, job rotation and employee
empowerment (Jiang et al., 2012; Lepak et al., 2006).

HPWS has been conceptualized differently by different researchers. Kirkman and Rosen
(1999) conceptualized such system as a bundle of five practices such as self-managing work
teams, employee involvement practices, organizational learning procedures, integrated
production technologies and total quality management. Another study by Yazid et al. (2017)
only combined employee involvement practices and organizational learning practices to form
high-performance systems. Paracha et al. (2014) on the other hand identified practices
including selecting employees, training and development, appraising performance, planning
their careers and an appropriate compensation for them to be bundled together to
conceptualize HPWS. Hsu et al. (2007) have measured HPWS in a comprehensive way. They
identified the bundle to be composed of selective recruitment, training and development,
empowerment, performance-based pay, competitive pay and job rotation. This
conceptualization of HPWS would be used in the current research.

Job performance
One of the most researched topics in the area of management is performance. It is the central
concept for academicians and practitioners and is interpreted differently (Lee et al., 2019). It is
the goal or an underlying objective of any business activity. Market competition is one of the
reasons that enhanced the importance of performance. Any activity in the organization
makes sense only when it contributes to organizational performance (DuBois et al., 2019;
Richard et al., 2009). This is the only factor that is widely believed as a tool of success and
comparison among rival firms (Richard et al., 2009). It is described as a combination of tasks
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and behaviors deemed important to accomplish a job (Ingold et al., 2015). In order to gain high-
performance outcomes, organizations depend on the behaviors exhibited by their employees
(Huselid, 1995).

Employees are the source of competitive advantage as they have distinctive behaviors
and skills. The resource-based view links company resources including human resources as a
determinant of competitive advantage. Nowadays employees are the only resource that can
differentiate one company from another. If organizations are able to develop specific
capabilities of their employees, which are not easily imitated, then they gain competitive
advantage over other organizations (Fenech et al., 2019; Wright et al., 1994). Past literature is
evident of a number of factors affecting performance; however, HR practices are claimed to be
one of the most powerful factors in this regard (Guest, 2011; Marescaux et al., 2013).

Past literature reveals a positive direction of performance and HPWS relationship.
However, the relationship is not that simple. A lot of processes translate the impact of HPWS
on performance outcomes, and there is still a need to explore them in detail (Guest, 2011; Jiang
et al., 2012; Boxall et al., 2016). There are a number of factors that play their role in translating
HPWS in performance, and development of human capital is one of them (Messersmith and
Guthrie, 2010; Takeuchi et al., 2007).

Human capital
The current state of competition is forcing organizations to maintain their competitive
advantage in order to sustain. Organizations are focusing on human capital development in
order to copewith this situation. The resource-based view suggests human capital as away to
maximize performance by utilizing existing resources to develop competitive advantage over
other organizations (Grant, 1996; Teece et al., 1997; Welch and Nayak, 1992). It has become as
a most important tool in the hand of organizations. The main reason behind that is
digitalization and evolving toward knowledge-based economies (Faggian et al., 2019; Fenech
et al., 2019; Gennaioli et al., 2013). The importance of developing human capital then becomes
inevitable (Faggian et al., 2019). Human capital is described as the capability, proficiency and
comprehension possessed by individuals within an organization that can lead to create a
competitive edge (Hsu et al., 2007).

The concept of human capital is built on a belief that people’s contribution is essential for
value addition resulting in organizational performance. Moreover, there is a possibility of
managing their contribution for better outcomes (Baron, 2011). The concept of human capital
has many conceptualizations, and it is categorized differently in different academic fields.
First perspective conceptualizes human capital on individual aspects. It means that human
capital is linked with knowledge, education, competencies, behavior and skills (Beach, 2009;
Youndt et al., 2004). The second perspective stresses on educational activities such as formal
education, professional and vocational certificates and so on to enhance knowledge and skills
(De la Fuente and Ciccone, 2002). The third perspective links human capital to production. It
can be described as an investment in people to increase their productivity. The investment
can be in the form of education and training that enhance skills and competencies to increase
productivity (Frank and Bemanke, 2007; Sheffin, 2003). However, a recent measurement of
human capital by Hsu et al. (2007) is consistent with the first perspective and has competence
and commitment aspects of individuals as important ingredients.

Development of human capital requires favorable organizational conditions. A lot of
contextual factors play their role in development of required human capital for the
organizations. In order to build human capital, organizations need to align their practices
with their competitive strategy (Pahuja and Dalal, 2012). Having the right talent in the
organization is nowbecoming very important. The onlyway to survive in the current world is
to build competitive advantage, and it comes through developing the human resources
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(Normile, 2018; Saddozai, et al., 2017). Strategic attention is required to bring into line human
capabilities with work requirements. Specific HR practices should be adopted to develop
relevant human capital that is not easily replicated (Li et al., 2019). Organizations need to
develop HR systems that contribute in developing a pool of high-potential and high-
performing incumbents.

Organizations need to scan their competitive environment and then customize their
system accordingly (Becker et al., 2001). Human resource policies are considered very
important in this regard. The right mix of HR policies and procedure can aid human capital
development, thus leading to performance. The challenge is to develop a bond between
motivated and talented employees and particular policies to achieve organizational objectives
(Buller and McEvoy, 2012). A customized bundle of these practices can create a HPWS, and
development and implementation of an effective HPWS can lead to human capital
development (Hsu et al., 2007; Schiemann, 2006). The HPWS plays an important role in
enhancing competitive performance through developing and training organization’s human
resources (Messersmith and Guthrie, 2010; Takeuchi et al., 2007).

On the basis of earlier discussion, following framework can be developed (see Figure 1).
Following hypotheses are formulated for current research:

H1. HPWS positively and significantly affects human capital.

H2. HPWS positively and significantly affects job performance.

H3. Human capital positively and significantly affects job performance.

H4. Human capital plays a mediating role in HPWS and job performance relationship.

Methods
The current research selected organizations in service sector of Sultanate of Oman as their
population. Purposive sampling was used to select 400 respondents working in these
organizations. The service sector is among the fast-growing sectors in Sultanate of Oman.
The vision 2040 of Oman focuses on routing the country toward a diversified economy due to
the decreasing oil prices. The focus of the government is on nonoil activities, thus
development of service sector takes propriety. The majority of country’s workforce is
composed of expatriates, and the local human resource is present but still needs development.
Many programs and activities are focused on developing the human capital in the service
sector. For this purpose, the need to identify an appropriate set of HR practices to develop a
HPWS is essential. The sample consisted of respondents from service sector of Oman. The
service sector for this research was composed of organizations from six subsectors such as
tourism and hospitality, banking, sales, health, education and telecommunication. The data
was collected through personally administered questionnaires, and Google drive was used to
collect data from different parts of Oman.

The questionnaire was designed adapting items from existing scales. The instrument that
was in English language was translated into Arabic language. In order to meet the conditions
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Figure 1.
Conceptual framework
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of face and content validity, five academicians and practitioners were consulted. The process
of data collection was initiated by distributing 700 questionnaires. To obtain the data the
respondents were approached at their workplaces and were briefed about the purpose of the
study and ensured confidentiality of provided information. Theywere asked to participate on
voluntary basis. 500 questionnaires out of 700 distributed were received. However, only 400
were found complete in all aspect and useable for analysis.

Measures
A 25-item scale developed by Hsu et al. (2007) was adopted to measure the concept of HPWS.
HPWS includes empowerment, recruitment, performance-based pay, job rotation, training
and development and competition-based pay. The concept of job performance was measured
by two dimensions: in-role behavior and task performance. A five-item scale developed by
Williams and Anderson (1991) was adopted to measure in-role behavior and five-item scale
by Bott et al. (2003) to measure task performance. A six-item scale developed by Hsu et al.
(2007) was adopted to measure the concept of human capital. The response scale was Likert-
type having a range from 1 as strongly disagree to 5 as strongly agree.

Results
The analysiswas conducted on a sample of 400 respondents from service sector of Oman. The
sample consisted of 22% respondents from tourism and hospitality, 20% from banking
sector, 16% from education, 15% from telecom, 14% from health and 13% from sales
subsector of Omani service sector. Moreover, it consisted of 60% expatriates and 40%
Omanis out of which 69% were males and 31% females. 49% of the respondents were
between 31 and 40 years of age, 20% less than 30 years and 23% above 40 years. The
majority of them had diploma (36%) and bachelor’s degree (31%). 47% of the respondents
were from middle level of management, 35% from line and 18% from top management level.
45% of them had experience between six and ten years, 35 % had less than five years and
20% above ten years of experience.

This section is composed of the preliminary analysis including descriptive statistics and
correlation matrix along with confirmatory factor analysis (CFA) displayed in Table 1. The
table reveals the mean values ranges from 3.62 to 3.29 where standard deviation lies between
0.730 and 0.610. All the variables were positively and significantly correlated to each other.
Figure 2 reveals the results of CFA. The figure suggests that the measurement model
explained good fit indices as all the values are above the acceptable range (Hu and
Bentler, 1999).

Common method bias
The problem of common method bias is usually with the self-reported data. Harman’s one-
factor test is used as a remedial measure to inspect the occurrence of this bias (Bish et al.,
2015). The current research was conducted on the scale having 41 items. When it was limited
to a single factor, then it contained total variance of 43.085% as shown in Table 2. This

Scales Mean SD 1 2 3

1 Job performance 3.29 0.610 –
2 HPWS 3.30 0.730 0.599* –
3 Human capital 3.62 0.627 0.672* 0.622* –

Note(s): *p < 0.001

Table 1.
Descriptive statistics

and correlation
matrix (N 5 400)
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variance is less that the assumed threshold point (<50%). Hence, in the current study, there
was no evidence of common method bias.

Evaluation of the model
In order to test structural equation modeling, Preacher and Hayes (2008) suggested to use
path analysis. Two models are tested in the present study for examining mediation. Direct
link between HPWS and job performance is examined in Model 1 shown in Figure 3, and the
indirect effect through human capital is examined in Model 2 shown in Figure 4. Table 3
describes fit indices for both the models. As per the results almost all the indices are above fit
threshold level (Hair et al., 2006).

Table 4 shows the summary of direct and indirect effects tested in the study.
It summarizes all the analysis done earlier. Analysis of the direct path job performance
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was found to be positively affected by HPWS (path coefficient5 0.62, p < 0.001) supporting
the first hypothesis. Second model examined the effect of human capital as a mediator in
HPWS and job performance association. The analysis also showed that HPWS positively
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affects human capital (path coefficient 5 0.46, p < 0.001) and human capital has a positive
effect on job performance (path coefficient 5 0.67, p < 0.001), supporting second and third
hypotheses. The effect of HPWS on performance through human capital had path coefficient
of 0.35, p< 0.001 with a ratio of indirect effect to total effect as 43.54%. The fourth hypothesis
was partially supported.

Discussion
The aim of the current researchwas to identify the impact of HPWSon job performance through
human capital. HPWS is considered a bundle of tools that can create a brand value for the
organization in the eyes of employees. Findings present considerable evidence to prove that
HPWS has a significant effect on job performance. HPWS also helps in development and
retention of human capital that in turn has an effect on job performance. The results of this
research are aligned with past researches. HPWS is considered as one of the most important
factors affecting the performance outcomes. Recently this link is getting considerable attention
(Boxall, 2013; Guest, 2011;Marescaux et al., 2013; Monks et al., 2013). Researches exploring
HPWS show that such practices mold employee behaviors in a manner that required
performance outcomes to be achieved (Lepak et al., 2006; Jiang et al., 2012). Individual dimensions
of HPWS also positively affect the job performance (Imran et al., 2015; Imran and Shahab, 2018).

The bundle of HR practices facilitates the development of competitive advantage. The
bundle itself is not a direct tool rather the advantages of this tool reveal in the form of satisfied
and developed human resource. HPWS creates human capital (Hsu et al., 2007; Becker et al.,
2001; Schiemann, 2006). HPWS is considered as a strategy that is helpful in human capital
development (Danford et al., 2004; Drummond and Stone, 2007; Jiang et al., 2012). The
organizations adopt human capital approach to achieve higher levels of performance (Wright
et al., 2001). The organizations focusing on the development of human capital result in higher
performance of their employees (Chadwick, 2017). The organizations adopt appropriate
HPWS to develop human capital that results in higher level of performance (Subramony et al.,
2018; Zeb et al., 2018).

Conclusion
The current research has a special contribution to the existing literature ofHPWSby sampling
service sector firms in Oman. The research raised a number of interesting issues including the
role of HPWS in creating human capital and introducing human capital as amediator between
HPWS and performance relationship. The findings provide evidence that HPWS and human
capital have positive and significant effect on job performance. The impact of HPWS in
creating human capital was also supported. However, the hypothesized role of human capital
as a mediator in HPWS and job performance relationship was partially supported.

Limitations and future research
Despite its novelty the research is subject to certain limitations that need to be highlighted.
First, the research had a cross-sectional study design; however, this kind of relationship
requires longitudinal study. The research contributes through detecting a mediation path
of human capital in HPWS–performance relationship; however, its strength and exact
causal direction require more in-depth research. Future studies should conduct this
research in a longitudinal design. Second limitation of this research is that the data is
collected from single source that might not give the exact picture of the said relationship.
Future researches should have a dyadic approach for similar kind of study. Finally, the
research did not study the effect of different subsectors in the service sector on HPWS–
performance relationship. The organizations need to adapt the HPWS according to the local
as well as their industrial context and market environment for development of human capital.
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The culture difference, industry norms, legal system and prevailing policies can affect the said
relationship. Future research should not only focus on these factors but also do a sector-wise
comparison in order to reach on a consensus as towhichHRpractices can form a bundle that is
suitable for creating HPWS in service sector specifically in Omani context.

Practical implications
The findings of this research have certain implications for the researchers and managers
working in service sector organizations in Oman. From the theoretical perspective it gives an
understanding of HPWS and performance relationship. Moreover, it also highlights the
importance of human capital in HPWS and performance relationship. This research is one of
the pioneering researches in this area opening new avenues of further exploration.

From practical perspective the organizations are advised to invest in customized set of HR
activities appropriate to their organizational setup. Furthermore, the organizations should
develop human capital for gaining competitive advantage and higher performance.
The organizations should develop relevant bundle of HR practices for better employee
development. The HR managers should invest in procedures for human capital development
and increased performance.
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