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44 Participative Practices and In-Role Performancein the Korean Local Government

INTRODUCTION

Over the past decades, public management research has investigated democratic
management practices to solve the problems and limitations of traditional structuresin
public bureaucracy. Among the democratic approaches to management, this study
focuses on participative practices that not only provide employees with opportunities
to take part in decision-making processes (e.g., participation) but also transfer authority
and responsibility to the employees (e.g., empowerment). While there have been a
variety of efforts to introduce participative practices, studies have had inconsistent
empirica results with respect to whether these practicesimprove outcomes, particularly
performance (Cotton, 1995; Leana, Locke & Schweiger, 1990; Wagner, 1994; Wagner
& Gooding, 1987).

One possible reason for these inconsistent results is the existence of factors that
may mediate or moderate the relationship between the two variables (Connor, 1992,
Wagner & Gooding, 1987b). While prior studies have argued that some contextual and
cognitive factors influence the relationship (Latham, Winters & Locke, 1994), there
have been no conclusive results regarding the exact causes affecting the relationship.
This study therefore focuses on individuals perceptions of human resource develop-
ment (HRD) practices as a potential mediating factor affecting the relationship. It is
based on the expectation that participative practices are appropriate means to increase
performance when employees perceive that they have appropriate opportunities to attend
HRD programs or their organizations provide these programs to members. Analyzing
the reinforcement of an individua’s perception of HRD practices on the relationships
between participative practices and in-role performance, this study provides an oppor-
tunity to examine the role of HRD practicesin public management.

LITERATURE REVIEW AND HYPOTHESES

I n-Role Performance

Researchersin organizational behavior have traditionally focused on in-role behavior.
The literature has noted that a second type of behavior, discussed by Katz (1964),
referred to as job performance or task performance, is necessary for effective organiza-
tional functioning. This type of work performance focuses on role requirements and
activities that relate to forma and explicit job descriptions (Borman & Motowidlo,
1997; Van Dyne & LePine, 1998; Van Dyne, Cummings & McLean-Parks, 1995).
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While some studies have criticized the use of this congtruct to measure performance,
most have identified in-role behavior as the primary construct for evaluating an indi-
vidual's job performance asiit relates to prescribed job requirements (Motowidlo, 2000;
Van Dyne, Graham & Dienesch, 1994). In-role behavior is defined as “ performance on
required duties and responsibilities’ (Sparrowe, Liden, Wayne & Kraimer, 2001, p. 320),
“role assignment or forma job requirements’ (Williams, 1988, p. 3), or “required or
expected behavior” (Van Dyne & LePine, 1998, p. 108).

Participative Practices

Organizations have recently tried to develop democratic approaches to manage-
ment, including participation and delegation, to overcome the problems of hierarchica
structures that prevent employees from using their full range of abilities (Huselid,
1995). Among the various practices used by organizations, we discuss here participation
and empowerment.

Participation

Participation in decision-making processes is defined as an organizational practice
that involves employees at lower levels of an organizational hierarchy in decision-
making processes (Lowin, 1968). In particular, it is defined as “a process in which two
or more parties influence each other in making certain plans, policies, and decisions’
(French, Isradl & As, 1960, p. 3) or a process whereby “an individua who is affected by
decisonsinfluences the making of those decisons’ (Connor, 1992, p. 219). Researchers
have considered participation as a practice designed to improve employees satisfaction,
motivation, and performance (Kearney & Hays, 1994; Steel & Lloyd, 1988).

Although researchers have consistently found that participation leads to increases
in satisfaction and intrinsic motivation, there have been inconsistent results regarding
the relationship between participation and performance (Cotton, 1995; Leana et d.,
1990). Researchers supporting a positive relationship between the two constructs, such
as Cotton et al. (1988), have argued that different studies have had varying results
regarding the relationships between these two constructs because different researchers
have examined different forms of participative decision-making. Leana et a. (1990)
have criticized this argument and asserted that the classification system for different
forms of participative decision making used in Cotton et al.’s (1988) study was flawed
and that their sampling of research was biased. In addition, meta-analyses have reported
that participation statisticaly increases performance but the size of the impact israther
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modest (Wagner, 1994).

In an effort to explain these inconsistent results, several studies have examined
contingent and cognitive factors that may have amoderating or mediating affect on the
relationship (Latham et a., 1994; Miller & Monge, 1986; Sagie & Kodowsky, 2000).
Thus, there remain some empirical debates regarding the relationship between the two
congtructs. However, a conceptual consensus has developed that participation is an
option for improving performance because employees who have opportunities to take
part in decision-making processes are more likely to develop their manageria abilities
and skills than those who work under control-based management.

Empowerment

Empowerment is defined as the process of transferring authority and responsibility
for making routine and important decisions to employees working at lower levels of
the organizational hierarchy (Ledford & Lawler, 1996). In particular, it is defined as
“activities or degree of discretion attached to specific jobs or by teams dedling with
groups of jobs’ (Cunningham, Hyman & Baldry, 1996, p. 145) and “being proactive
and sdf-sufficient in assisting an organization to achieve its goals’ (Herrenkohl, Judson
& Heffner, 1999, pp. 373-378). Empowerment has been widely accepted as ameansto
increase trust, which in turn increases individual performance, mativation, and satis
faction (Dirks & Ferrin, 2001).

Based on these findings, the management literature has noted that empowerment
would be effective when a work unit is operated as a self-regulated team, alowing
management authority and responsibility to employees. In fact, empowerment has
been conceptually linked to self-managing work teams, defined as “task structures
where independent workers self-regulate their behavior around relatively whole tasks’
(Cummings & Griggs, 1977, p. 87). Thus, the key point of self-managing work teams
is that team members have the discretion to make decisions and to implement tasks
(Langfred, 2004), and have the ability to organize their work and goals (Hackman,
1986). The literature has recognized empowerment as a means to improve work-related
outcomes, including loyalty, satisfaction, and performance (Gémez & Rosen, 2001;
Niehoff, Moorman, Blakely & Fuller, 2001). Nevertheless, public management
researchers have paid little attention to empirical studies of the effect of empowerment
on work-related outcomes, but have focused on the role of empowerment in the
processes of the reinventing-government movement.
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Human Resour ce Development Practices!

To enhance employees development with respect to management knowledge and
skills, organizations have introduced a variety of HRD practices to improve work-
related outcomes.2 Here we discuss training and career development as two HRD
practices.

Training

Training is defined as an organization's planned effort to improve employees’ job-
related knowledge and skills through “forma or informal learning necessary for the
performance of specific job tasks’ (Myers, 1992, p. 1049). As a short-term HRD
approach (Butler, Ferris & Napier, 1991), organizations need to provide training pro-
grams to help employees become more competent, as well as to help them become
more motivated to learn (Guthrie & Schwoerer, 1994). A number of scholars have
argued that training improves desired work-related outcomes and decreases employee
turnover (Delaney & Huselid, 1996; Huselid, 1995; Kraiger, McLinden & Casper,
2004; Lawler, Mohrman & Ledford, 1998; Tannenbaum, Mathieu, Salas & Cannon-
Bowers, 1991).

Opponents of training programs have argued that these programs are expensive and
may in fact lead to conflict between employees and managers (Kraiger, 2003). Although
some studies have argued that training is not an effective HRD practice and does not

1. The processes of HRDM intervention consist of four stages, including assessment, design,
implementation, and evaluation. At the first stage, an organization assesses the need for the
development programs. To be sure, an organization classifies and prioritizes employees
needs for the development in the first step. Second, an organization designs for the HRD
interventions. This stage includes defining objectives, developing plan, acquiring materials,
selecting trainers and method, and scheduling the program and intervention. Third, an
organization focuses on implementation of HRD programs. Finally, there is an evaluation
process. At this stage, it includes selecting evaluation criteria, determining evaluation
design, conducting evaluation, and interpreting results.

2. Researchers have reached a consensus that HRM practices may be broadly categorized into
three types asfollows (Delaney & Husdlid, 1996; Husdlid, 1995). First, the literature focuses
on practices that develop employee capacity, career, and skill. It includes training, career
development, and organization development. Second, the HRM research has studied the
practices encouraging employee motivation, such as performance appraisal and incentive
compensation. Finally, researchers in HRM have classified the practices that provide
authority and responsibility to employees in decision-making processes, such as self-
managing work team.
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improve outcomes, amost al human resource managers argue that training programs
play a positive role because they develop employees competence and motivation for
learning (Salas & Cannon-Bowers, 2001). Pynes (2004, p. 284) notes that training
focuses on “improving an individual’s level of awareness, increasing an individual
competency in one or more areas of expertise, or increasing an individual’s motivation
to perform his or her job well.” Based on this review, this study hypothesized that
training provides employees opportunities to develop new manageria abilities, commit-
ment, and motivation, and made the following hypothesis.

Hypothesis 1: Training positively affects an individua’ sin-role performance.

Additionaly, this study examined whether an individual’s perception of training
mediates the relationships between the two participative practices and in-role perfor-
mance. As pointed out earlier, researchers have reported inconsistent results regarding
the relationship between participative practices and performance, and have tried to find
mediating variables affecting the relationship. An individual’s perception of training,
as one possible mediating variable in the relationship, is examined in this study because
it provides opportunities for continuous learning and improvement, which help the
organization to maintain employees as strong human resource assets. Supporting this
argument, Liden and Tewksbury (1995) note that for participative practices to be
effective, the organization's leaders and employees need to be trained to operate in
nonhierarchical situations. In addition, Cunningham et a. (1996) note that participative
practices need trained employees who have sufficient knowledge and ability to engage
in decision-making and implementing processes. Thus, we proposed the following
hypotheses.

Hypothesis 2a: Participation positively affects an individual’s in-role perfor-
mance through training.

Hypothesis 2b: Empowerment positively affects an individud’s in-role perfor-
mance through training.

Career Development

Hall (1987, p. 1) defines career as “the sequence of individualy perceived work-
related experiences and attitudes that occur over the span of a person’s work life.”
Based on this definition, career development has been identified as “a process requir-
ing individuals and organizations to create a partnership that enhances employees
knowledge, skills, competencies, and attitudes required for their current and future job
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assignments’ (Gilley, Eggland, & Gilley, 2002, p. 94). Thus, career development is
seen as an important HRD practice thet is designed to develop and increase employees
knowledge and abilities related to their organizationa activities (Chen, Chang & Yeh,
2006), as well as to improve individua performance and commitment (Hall & Hall,
1976; Wellbank, Hall, Morgan & Hammer, 1978).

The literature has noted that training and career development have similar defini-
tions and functions, and that the two practices are recommended as practica ways to
prepare and manage changes in interna and external environments, including techno-
logical development and modification of internal policies. These programs offer
employees the opportunity to develop their abilities and knowledge based on a short-
or long-term plan (Butler et al., 1991). Arguably, the difference between short- and
long-term planning for employee development can be used as abasis for differentiating
between training and development. Thus, career development is generaly defined in
terms of opportunities designed to improve employees future competencies, whereas
training provides employees to the knowledge for their current positions (Pynes,
2004). In addition, both provide opportunities to improve employees motivation and
performance (Pynes, 2004). Based on this discussion, we see career devel opment
programs as providing opportunities to improve employees knowledge and competence
for future positions. Thus, this study hypothesized that individuals who take part in
career development programs develop administrative techniques and skills that
improve their in-role performance.

Hypothesis 3: Career development positively affects an individua’sin-role per-
formance.

Additionally, this study examined whether an individual’s perception of career
development mediates the two practices and in-role performance. As Cunningham et
al. (1996) note, career development is one approach for empowering employees and
building their capacity to participate in decision-making processes, because employees
involved in HRD practices are more likely to have appropriate information and knowl-
edge for maximizing the effects of these participative practices. Thus, we proposed the
following hypotheses.

Hypothesis 4a: Participation positively affects an individual’s in-role perfor-
mance through career development.

Hypothesis 4b: Empowerment positively affects an individud’s in-role perfor-
mance through career development.
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METHODOLOGY

Sample

Using a multistage cluster sampling approach, we collected data from public
employees working in the largest local government in Korea. This sampling method
was employed to save time and reduce costs associated using the entire population of
employees working for this government, even though it may lead to some sampling
errors (Babbie, 2001). We selected eight bureaus that provide alist of all employeeson
their web sites and randomly distributed questionnaires to 40 employees in each
bureau. Of the 320 employees who received a questionnaire, 165 returned usable
responses that were included in the analyss.

Variables

All variables were measured using a seven-point Likert scale. As the dependent
variable, in-role performance was measured using Williams and Anderson’s (1991)
seven-item scale. The reliability of this measure was previously reported as 0.91
(Williams & Anderson, 1991). To measure participation, we adopted Delery and Doty’s
(1996) four-item scale, reported to have achieved rdiability of 0.80. Empowerment
was measured using Nyhan's (1994) five-item scale, reliability reported as 0.78. This
study also adopted Delery and Doty’s (1996) four-item scale for measuring training
(Cronbach’s apha = 0.83). Career development was measured using Smith's (1995)
four-item scale measuring the organization’s interest in career development and indi-
vidual development, respectively. The interna reliabilities of these measures have
been previoudy reported as 0.88 and 0.83, respectively (Smith, 1995). The appendix
provides all measurement items.

Data Analysis

Structura equation modeling (SEM) was conducted to analyze the causal relation-
ships. SEM allows researchers to simultaneously examine the covariance structures
regarding the relationships among the constructs while considering measurement
errors (Kline, 2005). Before conducting the causal analysis, we conducted confirmatory
factor analyses (CFA) to verify each construct’s validity, as well as to confirm the
construct’s proposed factor structure in the measurement model. This study employed
anumber of criteriato assess the modd fit, including both absolute and incremental fit
indices (Jaccard & Wan, 1995; Tabachnick & Fiddll, 2001).
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Descriptive Statistics

RESULTS

More than hdf of the respondents were male (61.2 percent). With respect to age, the
moda response was 31-40 years (48.5 percent). The moda response for organizational
tenure was 11-15 years (23.0 percent). Most respondents were employed at the opera:
tiona management level (rank 6 or 7; 65.5 percent) or the street level (rank 8 or 9;
32.1 percent). Almost two-thirds (63.6 percent) had obtained a bachelor’s degree.
Table 1 provides participants demographic information.

Table 1. Demographic Information on Participants

Total Percent
Female 64 38.8
Gender
Male 101 61.2
21-30 years 26 15.8
31-40 years 80 48.5
Age
41-50 years 50 30.3
Over 51 years 9 55
Less than 5 years 49 29.7
6-10 years 22 133
Years of experience 11-15 years 38 230
16-20 years 34 20.6
More than 20 years 22 13.3
Upper management (rank 1-3) 1 0.6
) . Middle management (rank 4-5) 3 18
Hierarchical level -
Operational management (rank 6-7) 108 65.5
Street-level employees (rank 8-9) 53 321
High school 23 13.9
College 23 13.9
Education Bachelor’s degree 105 63.6
Master’s degree 14 8.5
Doctorate 0 0

Table 2 shows the descriptive atistics and reliabilities for the researched measures.
All correlation coefficients were statistically significant at the level of 0.01. Almost all
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Table 2. Correlation and Reliabilities

Mean S.D. 1 2 3 4 5
1. Training 371 111 (0.85)
2. Career development 4.17 1.03 051 (0.89)
3. Participation 4.29 1.18 0.36 0.71 (0.90)
4. Empowerment 4.16 0.98 0.50 0.59 0.61 (0.88)
5. In-role performance 5.25 0.81 0.32 0.35 0.29 0.24 (0.92)

* Note: All correlations are significant at the 0.01 level. Cronbach’s alpha is presented in parentheses.

correlations were moderate, while the coefficient between training and participation
was fairly high (r = 0.71). Additionally, al scale reliabilities met the threshold (0.70)
suggested by Nunnally and Berstein (1994); they ranged from 0.85 to 0.92.

Testing Modd Fit and Construct Validity

CFA was employed to examine the construct validity of the four-item scale used to
measure participation and model fit. In assessing factor loadings of the construct, we
found that all four items' standardized regression weights achieved the ideal threshold
(0.70) proposed by Hair, Black, Anderson, and Tatham (2006), and their weights were
satistically significant at the level of 0.001. Additionally, amost all modd fit indices
achieved the threshold (RMR = 0.043; GFI = 0.969; CFI = 0.980; NFI = 0.975),
athough one fit index (RMSEA = 0.158) did not meet the expectation.

The CFA for the five-item measure of empowerment indicated that al fit indices
achieved the thresholds (RMR = 0.041; GFI = 0.967; RMSEA = 0.098; CH = 0.982;
NFI = 0.971). While RMSEA did not meet the ideally recommended cutoff value, it
satisfied the acceptable level (1.00) proposed by Hair et d. (2006). With respect to
congtruct validity, dmost al factor scores of each item met the ideal level (0.70), but the
fifth item’s standardized regression weight was reported as 0.64. The unstandardized
regression weightsfor al itemswere statistically significant (p < 0.001).

The result of the CFA examining the four-item measure of training indicated
that RMSEA (0.251) and normed X2 (11.299) did not meet acceptable cutoff values.
However, other fit indices did achieve appropriate threshold values (RMR = 0.078;
GFl = 0.946; CHl = 0.931; NFI = 0.926). In addition, aimost al items standardized
factor loadings exceeded the ideal value (0.70), except for the fourth one (0.68).
Because the two absolute fit indices did not meet the thresholds in the basic modd,
this study employed modification processes to improve mode fits. The modification
index (MI) in SEM suggested that a two-way arrow (covariance) should be added
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between the firgt and fourth items (el — e4) because theseitems' error terms covariated.
Following the process, all fit indices for the revised model showed improvement
over the basic model. In particular, normed x2 (0.335) and RMSEA (0.000) reached
appropriate cutoff values. In addition, other fit indices achieved the recommended
levels in the fina model (RMR = 0.012; GFI = 0.999; CFl = 1.000; NFI = 0.999).
Regarding the factor loadings in this model, we found that al items standardized
regression weights exceeded the cutoff value. In addition, the fourth item improved
from 0.68 to 0.79.

The CFA conducted on the four-item career development scale indicated that al fit
indices achieved the recommended threshold values (RMR = 0.023; GFI = 0.986;
RMSEA = 0.095; CFl = 0.993; NFI = 0.988). Another fit index for measuring the
absolute fit, normed x2 (2.475) also met the ideal level (lessthan 3.0). Additionally, all
factor loadings were statistically significant at the level of 0.001, and standardized
regression weights achieved the appropriate cutoff value.

CFA of the seven-item in-role performance scale indicated that some model fit
indices achieved the recommended threshold values (RMR = 0.052; CFl = 0.911),
whereas others did not (normed x2 = 6.924; GFI = 0.868; RMSEA = 0.190; NFI =
0.898). The poor modél fit may be the result of high covariance between the sixth and
seventh items’ error terms (e6 - €7; M1 = 61.86) in the basic modd. Although the fit
indices were poor for this model, each item’s standard regression weight was well
above the idedl level, except for the fifth item, which was reported as 0.55. Based on
these results, we revised the model, adding a two-way arrow between the sixth and
seventh error terms to improve the modd fit. In the revised model, model fit indices
were significantly improved (normed x2 = 1.849; RMR = 0.028; GFI = 0.959;
RMSEA = 0.072; CFl = 0.988; NFI = 0.975). In addition, al items standardized
factor loadings were above the cutoff, and their unstandardized regression weights
were statisticaly significant (p < 0.001). The correlation between the two error terms
was reported as 0.61.

Testing Causal Paths

Structural equation modeling was employed to test the causal relationships among
the constructs. Before testing the research hypotheses, we discussed the basic model’s
fit indices. In the model of causa paths, the results indicated that some model fit
indices were acceptable (normed x2 = 2.212; RMSEA = 0.086; CFl = 0.902), whereas
others did not meet the recommended cutoff values (RMR = 0.108; GFl = 0.794;
NFI = 0.836). However, all standardized regression weights of the items met the
threshold (see Figure 1). Additionally, the results indicated that all observed indicators
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Figure 1. Path Analysis
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appropriately loaded on their first-order construct (p < 0.001).

Asseenin Figure 1, the five path coefficients of the six hypothesized relationships
were statistically significant. Training and career development were positively related
to in-role performance. In particular, the standardized regression weight for the path
from training to performance was 0.17 (unstandardized weight = 0.15, p < 0.05)
(hypothesis 1); standardized regression weight for the path from career development
to performance was 0.26 (unstandardized weight = 0.28, p < 0.01) (hypothesis 3).

With respect to the mediating role of training, the results indicated that training
fully mediates the relationship between empowerment and performance (hypothesis
2b). That is, the total effect of empowerment on performance was 0.09, which resulted
simply from the indirect effect through training (0.53 [p < 0.01, empowerment -
training] x 0.17 [p < 0.05, training — performance]). In addition, the path from
empowerment to performance through training was statigtically significant (see Table
2). However, we found that training did not fully mediate the relationship between
participation and performance (hypothesis 2a) because the path from participation to
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training was statistically nonsignificant (unstandardized coefficient = 0.06, n.s.).
Regarding the mediating role of career devel opment, the results indicated that career
development fully mediates the relationship between empowerment and performance
(hypothesis 4b). More specifically, the tota effect of empowerment on performance
was 0.06, which was aresult of the indirect effect through career development (0.21 [p
< 0.01, empowerment — career development] x 0.26 [p < 0.01, career development -
performance]) (see also Table 3). In addition, this study found that career development
fully mediates the relationship between participation and performance (hypothesis 4a).
The total effect of participation on performance was 0.17, which was a result of the
indirect effect through career development (0.64 [p < 0.001, participation — career
development] x 0.26 [p < 0.01, career development — performance]) (see dso Table 3).
Examining the baseline model, we found that the five paths met the expectations
presented in this study’s hypotheses. For further analysis, we examined a nested modd,
which can add or delete some paths from the origina one, to determine whether the
original mode is the best model. Adding two paths—one from participation directly to
performance and one from empowerment directly to performance—we examined
whether the participative practices directly influence in-role performance. That is, the

Table 3. Direct, Indirect, and Total Effects

S - Career
Participation | Empowerment Training development
. 0.06 0.64
Training (ns.) (p<0.001)
. Career 0.57 0.20
Direct effect development (p <0.001) (p<0.05)
In-role 0.15 0.28
performance (p<0.05) (p <0.001)
Training
. Career
Indirect effect development
In-role 0.17 0.15
performance (n.s. (p<0.05)
- 0.06 0.64
Training (ns) (b <0.001)
Career 0.57 0.20
Total effect development (p <0.001) (p<0.05)
In-role 0.17 0.15 0.15 0.28
performance (n.s.) (p<0.05) (p<0.05) (p<0.001)

Note: Unstandardized estimates are provided.
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nested model examined the partial mediating roles of HRD practices. The findings
from this analysis indicated that the two paths from participative practices to perfor-
mance were statistically nonsignificant. In particular, the path from participation to
performance was reported as 0.12 (unstandardized path = 0.12, n.s.); the path from
empowerment to performance was reported as -0.04 (unstandardized path coefficient
= 0.05, n.s.). Based on the results, we found that the two participative practices did not
directly improve in-role performance.

With respect to the modd fit of the nested model, some modd fit indices met the
thresholds (normed x2 = 2.228; RMSEA = 0.087; CFl = 0.901), whereas others did
not meet the cutoffs (RMR = 0.108; GF = 0.795; NFI = 0.836). As one criterion to
compare the two models, chi-square difference statistics (A x2) of the nested model
were examined (x2 = 536.91, df = 241). Comparison of the original and nested models
indicated that the difference was not statistically significant; the original model’s
chi-square dtatistic was reported as 537.53 (df = 243), and its A X2 was nonsignificant
considering differences in degree of freedom (df). In sum, based on the comparison of
the two models, we conclude that participative practices are not appropriate means to
improve performance directly, as some scholars have argued.

DISCUSSION

Implications

The results of this study suggest some implications for both public management
researchers and practitioners. First, the findings indicated that the two HRD practices
improve in-role performance. The extant literature in public management has mainly
focused on participative practices to solve the problems of hierarchica structures aswell
as to improve outcomes. However, few empirical studies have been conducted to test
this assumed relationship, and scholars have not reached a consensus on whether these
practices positively affect performance. We found that participation and empowerment
did not directly affect in-role performance. This result indicates that structural changes
seeking to promote democratic values in organizational processes would not directly
increase in-role performance in public bureaucracy. To be sure, some government
organi zations have introduced participative practices to improve motivation and perfor-
mance. Although they have been interested in the practices, they have not focused
on employees development, which has been required to utilize the participative prac-
tices. This study argues that there is a need to develop employees’ abilities and compe-
tence to maximize the effect of participation and empowerment. That is, we expect
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that the success of participative practices in an organization depends on organizational
members abilities and competence. In contrast to the above result, this study found
that the two HRD practices positively relate to in-role performance. To be sure,
research has rarely focused on the effect of HRD practices on performance in public
management. That is, rather than focusing on participative practices as the primary
approach to increase outcomes in an organization, there is a need to emphasize HRD
programs that support such practices. When an organi zation provides more opportunities
to develop its employees skills and ahilities for both current and future job demands,
we expect this development to be an important factor in improving organizational
performance. Following this argument, our findings suggest that there may be a need
for organizations to invest time and resources to develop their employees’ skills and
abilities to perform effectively in their jobs. In sum, this study found that HRD practices
that focus on an individua’s management development in terms of ability, skills, and
competence are more likely to improve in-role performance. This study assumes
that participative practices would be factors to increase in-role performance; however,
it is not an antecedent to improving performance in an organization. It requires organi-
zational members management development to improve in-role performance.
Second, the findings indicated that there is a need to combine participative prac-
tices with HRD practices to improve in-role performance. As noted above, the public
management literature has primarily emphasized participative practices as one means
to improve performance, athough the effects of such practices have been reported as
minimal or nonsignificant. Supporting these results, we also found that participation
and empowerment did not statistically improve in-role performance. However, we found
that participative practices did improve in-role performance through HRD practices at
the basic model in this research. Thus, the only significant paths between participative
practices and performance included training and career devel opment as potentia factors
to affect the relationships. Moreover, when we examined the nested model in this
study, we found that the two participative practices only indirectly affected in-role per-
formance. Supporting the full mediating effect of career development, the findings
suggest that we need to consider the role of career development when introducing
participative practices. That is, rather than simply alowing employees to have respon-
sibility and authority in decision-making and management processes, thereisaneed to
provide opportunities to employees to participate in career development programs
when attempting to implement empowerment. Our findings empirically supported
Cunningham et a.’s (1996) argument that HRD practices may need to be combined
with participative practicesin order to ensure the impact of the latter on work unit out-
comes. Without first providing appropriate HRD programs to employees, participative
practices do not seem to improve in-role performance. These findings and theoretical
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implications also suggest some practical implications for managers in public sector
organizations. Firdt, participation and empowerment have been widely discussed as
appropriate practices for improving performance in public management, athough their
effects have rarely been empirically tested. Additionally, research on the two practices
has reported incons stent results regarding the relationship. The findings from the nested
modéd in this study indicated that the two practices did not improve in-role performance.
As other researchers have argued, the practices may increase an individual'’s job satis-
faction, but thereislittle empirical evidence that they increase individua performance.
Thus, leaders in public sector organizations need to acknowledge the limited role of
these practices to increase performance, and to consider HRD practices as an important
prerequisite increasing performance. That is, in practice, there is a need to combine
other HRM practices, such as HRD practices to reinforce the relationship between
participative practices and performance.

This suggests that managers in public organizations need to consider the develop-
ment of human resources as an investment, rather than a cost, as it is most often
viewed. Asthe findings indicate, HRD practices directly improve performance, as well
as play a mediating role affecting the relationships between the participative practices
and performance. However, leaders in public management have paid little attention to
these practices because HRD programs are seen as cogtly in terms of both monetary
resources and employee time. Although there are costs associated with the implemen-
tation of HRD programs, managers in public sector organizations need to approach
them as an investment that not only leads to improved performance but also develops
employees ahility to work with new management practices, including participation
and empowerment.

Limitations of the Study and Directionsfor Future Research

Although these findings suggest some important implications regarding HRM
practices in public management, one also considers the limitations of this study. First,
we employed a number of modification processes in SEM to improve the construct
validity statistics and mode fits. While the literature commonly accepts modification
processes, SEM researchers a'so argue that the modifications should be based on theo-
retical reasoning. In this study, we did not identify the theoretical logic conducting the
processes. As a result, the revised mode in this study may have resulted in a loss of
information relative to the original measurement model, which we developed from the
extant literature. This suggests that there is a need to conduct additional research with
adifferent sampleto verify modd fit.

Second, we collected the data at a single point in time. Thus, this study cannot
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definitely determine the causal directions of the relationships. For example, one could
expect a different causal direction with HRD practices leading to increases in perfor-
mance while participative practices serve as the mediating variable. Alternatively, one
may expect that HRD practices moderate the relationship between participative practices
and in-role performance. To overcome these limitations, future research might collect
longitudina data in order to examine the causal directions in the hypothesized frame-
work, aswell as to examine the moderating effect of HRD practices.

Third, al data used in this study were obtained from self-reported survey and sub-
jective measures, which may result in socia desirability effects and biased responses.
In particular, we collected data regarding individuals perceptions of HRD practices, but
did not obtain objective data, such as attendance at HRD programs during respondents
careers. Thus, we should be cautious in interpreting the results regarding the impact of
HRD programs on performance, because amost al researchers and practitioners in
public management have argued for the use of training programs in the public sector.

Future research should employ objective or multisource data to measure some of the
constructs, particularly HRD practices and in-role performance, to solve the problems
of socid desirability and common-method variance. Additionally, future research needs
to consider complementarities between participation, empowerment, and training—for
example, in terms of communications, presentation, and negotiation skills. In addition,
it needs to control the relevant variables, including context of system, to affect the
relationship between participative practices and in-role performance. Findly, future
research should focus on developing measurement items for complex relationships
between the variables. Although the measurement items used in this study were devel-
oped in prior studies, they have a limited capacity to accurately measure the meaning
of the variables.

CONCLUSION

HRM practices have been considered a key management approach to increase
performance at both the individual and organizationa levels. With an emphasis on
NPM, in particular, researchers and practitioners in public management have focused
on participation-based HRM practices to improve performance. However, some studies
have reported inconsistent results regarding the direct effect of participative practices
on performance. Given that HRD practices have received little attention in public man-
agement, although these practices may be appropriate means to increase outcomes,
this study examined whether an individual’s perception of HRD practices play a medi-
aing role in the relationship between participative practices and in-role performance.
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Thefindings indicate that career devel opment fully mediates the rel ationships between
both participative practices and performance. Training, however, only played a mediat-
ing role on the relationship between empowerment and performance in this study, and
its mediating effect on the relationship between participation and in-role performance
was found to be statistically nonsignificant.

Based on these results, the findings suggest that participative HRM practices do
not directly lead to increases in performance, but these practices did lead to improved
outcomes through HRD practices. Additionaly, the findings suggest that HRD practices
directly improve in-role performance. Given the dud role that HRD practices can play
in improving organizational performance, the results of this study suggest that HRD
practices need to be consdered as an important first step when government organizations
introduce partici pation-based practices to improve performance.
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APPENDIX: MEASUREMENT ITEMS

Participation (Delery & Doty, 1996)
« Employeesin thisjob are alowed to make many decisions.
» Employeesinthisjob are often asked by their supervisor to participate in decisions.
» Employees are provided the opportunity to suggest improvements in the way
things are done.
* Superiors keep open communication with employeesin thisjob.

Empowerment (Nyhan, 1994)

| have agreat deal of latitude in performing my work tasks.

My supervisor encourages me to monitor my own efforts.

| have the authority to get my job done to the best of my ahilities.

| feel free to speak up when | disagree with adecision.

The organization supports giving more authority downward in the organization.

Training (Delery & Doty, 1996)

 Extensivetraining programs are provided for individuasin thisjob.

« Employees in this job will normally go through training programs every few
years.

 There are formal training programs to teach new hires the skills they need to per-
form their jobs.

» Formal training programs are offered to employeesin order to increase their pro-
motability in this organization.
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Career development (Smith, 1995)
« My organization takes an interest in my career development or advancement.
* | think I am or will be given the opportunity to develop to my full potential in my
organization.
» My organization provides me with sufficient challenge.
« | think thereisavery good chance to get ahead in this organization in comparison
to other (government) organizations.

In-role performance (William & Anderson, 1991)
* | adequately complete assigned duties.
« | fulfill responsibilities specified in job description.
| perform tasks that are expected of me.
| meet formal performance requirements of the job.
* | engagein activitiesthat will directly affect my performance eva uation.
* | neglect aspects of thejob | am obligated to perform (R).
| fail to perform essential duties (R).

The Korean Journal of Policy Studies



