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Abstract: This study investigates the relationship between human resource
management and organizational performance using a dataset of 155 universities
in Korea. It also examines the moderating effect of publicness measured by
ownership (whether itisapublic or private university) on the relationship of human
resource management and performance. The results show that there is a positive
relationship between the efforts of top managers to improve human resource
management and one of the two research performance indicators examined in
this study. Also, the moderating effects of publicness on the relationship between
human resource management and performance are clearly shown in the analysis
of both research performance indicators, which means that human resource
management in public universities is more conducive to research performance
than in private universities. The findings of the present study imply alinear linkage
between human resource management and organizational performance and the
moderating role of publicnessin the management-performance linkage.
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INTRODUCTION

Multiple empirical studies over the last twenty years have firmly established that
the actions of public managers shape organizational outcomes. Meier and O' Tool€'s
research on educationa ingtitutions in Texas has attracted particular attention (for an
overview, see O' Toole & Meier, 2011). Sincethe late 1990s, they have reported important
and interesting findings on the relationship between management and performance.
For many students of public administration, Meier and O’ Tool€'s findings are now
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considered to be crucid evidence supporting the long-held dictum that management
matters. Although many researchers from England, Canada, Denmark, and Colombia
have recently examined the management-performance nexus in countries other than
United States (Andersen & Mortensen, 2010; Avellaneda, 2009; Johansen & LeRoux,
2012; Walker, Boyne, & Brewer, 2010), direct and systematic research on thistopic in
Korea has been rare (see Song & Chun, 2014).

In the present study, | examine the idea of a management-performance nexus using
adataset of 155 Korean universities (four-year colleges). Meier and O’ Tool€' s origina
mode of the management-performance nexus incorporates two magjor dimensions of
management, externa management (networking behavior) and internal management. |
concentrate here on the internal management of human resources that may influence
organizational performance. | have chosen the research setting of higher educational
ingtitutions, because higher education is generally viewed as an important public service
sector in many countries and because the field of higher education has arelatively high
level of consensus when it comes to identifying performance indicators of universities.
In the areas of education and research in universities, there are agreed-on and objective
indicators of performance, which most public service organizations subject to perfor-
mance ambiguity do not have the luxury of (Chun, 2004).

In addition to investigating the relationship between human resource management
and performance, this study tests another theoretical argument, which has not yet been
examined empirically, about the moderating role of publicness on the relationship, which
figures in Meer and O’ Tool€'s theory (2011). The rest of this article is organized as
follows. Firgt, | discuss the literature on this topic and describe data sources and the
measurement of variablesin this study, and then | present the results of the analyss. |
conclude with adiscussion of the findings and the implications for future research.

LITERATURE REVIEW
Meier and O Toole first developed a formal model of the management-perfor-
mance nexus in 1999 and have tested the model, using a dataset of Texas school dis-
tricts and their superintendents, for more than 10 years. Thismodel is asfollows:
O, = B(StM)O; + B(XU(MJ/M,) + &
O is a measure of outcome. Sis a measure of stability. M denotes management

divided into three parts—M, is management’s contribution to organizational stability
through additions to the hierarchy/structure as well as regular operations, M is
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management’s efforts to exploit the environment, M, is management’s effort to buffer
environmental shocks. X is a vector of environmental forces. E is an error term. The
other subscripts denote time periods; and 3, and 3, are estimable parameters (Meier &
O’ Toole, 2007).

As clearly shown in the model, O’ Toole and Meier consider internal management
(M,) akey dimension of management in their theorization, but much of their empirical
work has focused on the external management of the organizations (Meier & O’ Toole,
2001, 2003, 2005; O’ Toole & Meier, 2004, 2006; O Toole, Walker, Meier, & Boyne,
2007). Substantially less attention has been paid to what managers do inside their
organi zations to shape performance (see O’ Toole and Meier, 2009). Despite the relative
paucity of research, however, the notion that effective management inside organizations
is conducive to performance has been a conventional wisdom in the field of public
administration.

Internal management can be conceptualized in a number of ways becauseit refersto
awide range of activities ingde organizations including human and financia resources
management, culture shaping, and work unit structuring. Among these activities, the
effort of attracting, keeping, developing, and motivating people at al levelsin organiza-
tions, that is, human resource management, is arguably a core function of management
in public organizations (Bertelli & Lynn, 2006; Nigro & Kelough, 2006; Shafritz et
a., 2001).

Human resource management’s impact on organizations performance is surely
one of the most important and frequently discussed topics by scholars of public
administration (Ingraham, Selden, & Moynihan, 2000; Nigro & Kellough, 2006;
Selden & Jacobson, 2007; Cho & Yoon, 2009) and business administration (Koch &
McGrath, 1996; Li, 2000; Wood, 1999). O’ Toole and Meier (2009) have also focused
on human resource management, estimating its effect on organizationa performance.
Ideally, research on public organizations would encompass al facets of interna manage-
ment, but doing so in a single study is not feasible (O’ Toole & Meier, 2009). This
study focuses here on the management of human resources because public organizations
are mostly labor intensive, and the efforts of many professionds are clearly crucia to
performance. It is clear that the ability to recruit, train, and retain professionas in a
competitive labor market is positively related to performance, which in turn requires

1. Internd management involves severd responsihilities from designing and operating infor-
mation systems, to managing financial resources, to motivating and leading employees, and
more. However it is very difficult for researchers to test for the performance-related effects
of them dl. O’ Toole and Meier (2009) isolated one aspects of internal management: human
resource management and estimated its effects on organizational outputs and outcomes.
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dedicated management.2 The focus of this study on human resource management in
public organizations leads to the generation of hypothesis 1.

Hypothesis 1: Managers in organizations that devote more effort to human
resource management will generate higher levels of organizational performance.

Although scholars in both public administration and business administration have
emphasized the impact of human resource management on organizational performance
(Jacobs & Washington, 2003; Wood, 1999; Koch & McGrath, 1996), studies directly
comparing public and private human resource management are rare.3 In their 2007
study, Meier and O’ Toole do not address the difference between public and private
organizations in the course of building their model and only include public organiza-
tions in their empirica analysis. In a 2011 study, however, they explore “publicness
and organizational performance,” making new theoretical assumptions and generating
hypotheses that supplement the idea of publicness as a moderator in the management-
performance nexus. These hypotheses support Sayre's well-known aphorism that the
public and private sectors are “dike in al unimportant respects’ (1958, p. 245). The
assumptions of internal management, M,, are as follows:4

Assumption 1: a(M,;) > a(M,;). The kinds of actions that management can take
inside organizations (M,) in the public sector is more limited than the kinds of
actions that managers can take in the private sector.

Assumption 2: and 3, < 3,; and B, — 1.0. Government organizations are gen-
eraly characterized as highly stable and so may be expected to produce the
same outputsin perpetuity.

2. If human capital should matter anywhere it should matter in educational organizations,
“coping” organizations in the parlance of Wilson (1989), whose production functions have
been extensively studied (O’ Toole & Meier, 2009). Thisis why this analysis focuses only
on higher educationa ingtitutions.

3. Budhwar and Boyne (2004) revedl that the gap between Indian private- and public-sector
human resource management practices is not very significant, but their study is not about
human resource management’s impact on performance. Boyne, Jenkins and Pool (1999)
present the results of an extensive survey of managersin the public and private sectorsin an
effort to assess whether there are significant differences between human resource manage-
ment in the two sectors. However, their study likewise does not address the issue of human
resource management’ simpact on performance.

4. Meier and O’ Toole (2011)'s specific modd is as follows: Oy = By, (Si1 + Myy) Ous + Bez
Xt/ S)(Mgz / Myy) + €4 for public organizations and O, = By (S + Myt) Ops + Bip (X /
S) (M / M) + &, for private organizations. They suggest some theoretical hypotheses
focusing on the differences between public and private organizations based on the assump-
tions generally proved from earlier research.

The Korean Journal of Policy Studies



Human Resource Management, Organizational Performance, and Publicness 45

These assumptions lead to the generation of hypothesis 2: 80,/dM; > 30,/dM;,
which means that “internal management will matter more in public organizations.”
The relative impact of interna managerial change will be greater in a public organiza-
tion than in a private organization (Meier & O Toole, 2011). The impact of a one-unit
change in management is 3,, so O, increases by f3,, and for the next year O,,, increases
by an additiona B, x B,. These impacts continue into the future at a geometrically
declining rate (Meier & O'Toole, 2011). The closer 3, isto 1.0 and all things being
equal, internal management changes will have a greater impact on the performance of
public organizations than on private organizations (Meier & O’ Toole, 2011).5

Favero, Meier, and O’ Toole (2014) argue that interna management matters more
in public organizations because the actions of public managers are more congtrained than
those of their private counterparts by laws, regulations, and the influence of political
principals.t Certainly, managers ability to control material incentives is much more
limited than in the private sector, so they must rely on normative and solidary induce-
ments to shape employee actions (O’ Toole & Meier, 2015; Wilson, 1989). Public
managers must seek to create a work environment, norms, and culture that encourage
street-level bureaucrats to improve the quality of their performance (May & Winter
2009; Maynard-Moody & Musheno 2003; Tummers & Bekkers 2014).

Much attention has been devoted to the assertion that the limited discretion of public
managers undermines organizational performance (for extensive documentation, see
Rainey, 2014). Public managers are expected to be more concerned with fairness,
trangparency, accountability, and so forth than with efficiency and effectiveness, com-
pared to private managers, which means they are limited when it comes to selecting
management tools. They are left with insufficient authority over pay, promotion, and
discipline, which are al related to human resource management. Consequently, the
congtraints on public managers create weak links between human resource management
and performance in public organizations and hence undermine performance.

It may be therefore be assumed that human resource management has less of an

5. According to Meier and O'Toole (2011), it is still possible that the total contribution of
management to the performance of private sector organizations exceeds the total contribu-
tion of management to public sector organizations. This hypothesis simply indicates that
for the same type of internal management, a one-unit increase will have a larger impact on
performance in the public sector than in the private sector.

6. Favero et al. (2014) examine the performance of New York City schools between 2007
and 2009. During this time period, the schoolsin New Y ork City were undergoing a major
reform. The reforms greatly expanded the authority of principals and significantly
increased schools' accountability for performance. These reforms also stressed parental
involvement and the engagement of teachers.
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impact on performance in public organi zations than in private organizations. Arnaud and
Wasieleski (2014) suggest it is possible that human resource management may only
influence performance if managers have full discretion. In addition, Guest and Woodrow
(2012) point out that human resource management affects organizational performancein
theform of managers effortsto influenceto workers' attitude and behavior.

Nonetheless, it cannot be concluded from this that the impact of human resource
management on organizationa performance will be greater in public organizations
than in private organizations The difference between human resource management in
public and private organizations has a differentia impact on organizational performance,
an impact that is not sufficiently accounted for by Favero et d. (2014).

Overdl, the proposition that publicness can moderate the management-performance
nexus is left unexplained theoretically or empirically, and many additional studies on
this issue are needed. This article provides some statistically significant support for
this argument and hence suggests an exploratory hypothesis that is neither affirmed
nor denied. This leads to the generation of hypothesis 2.

Hypothesis 2: The degree of the moderating effect of human resource manage-
ment on performance will vary depending on the publicness of an organization.

RESEARCH DESIGN

Samples

The unit of my anadysisis Korean higher educationd ingtitutions—more specificaly,
al universitiesin Korea. | have picked this as the unit of analysis for several reasons.
First, higher education is a major policy areain which both public and private organi-
zations provide the same kind of services. This makes it possible for us to explore the
relationship among management, performance, and publicness. Second, higher educa
tion is one of the most representative organizations that are supported by the government
in various ways, including with public funding. Third, there are databases that provide
objective empirical sources with a significant number of well-developed performance
indicators—both in education and research.

The population of my analysisis 270 universities, which includes every university
in Korea, and the data come from two sources: the 2014 survey of Korean public service
organizations is the source of the independent variables and the Higher Education in
Korea website (www.academyinfo.go.kr) is the source of the dependent and control
variables.
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The Center for Organizational Diagnosis and Evaluation Research at Seoul National
University conducted the survey of Korean public service organizationsin 2014, which
encompassed universities, general hospitals, and research ingtitutions. The survey data
were procured through face-to-face interviews with the two middle managers who can
be assumed to have been professionals in personnel and finance departments.” Of the
270 universities contacted for the survey, 191 responded; thus the approximate return
rate was 70.7%. After excluding cyber universities, Korea nationa open university and
universities with less than 40 full-time faculty members (approximately 8% of 191), |
was left with afinal dataset of 155 universities. | excluded these types of universities
because they could be outliersin the dataset due to their specific functions or small size.

MEASURES

Dependent Variables: Organizational Performance

The functions of universities are broadly divided into two parts, education and
research, and their performance is commonly measured separately according to these
two key functions (Kim, Shim, & Lee, 2013).

The most authoritative database for information on Korean universities can be
found at the Higher Education in Korea website; this database has been constructed in
accordance with Korean law that specifies how public information on higher educationa
institutions is to be released. The dataset for the dependent variables was likewise
collected from the Higher Education in Korea website, in particular, from the data
released in 2015. The reason this study uses the 2015 dataset is to account for thetime
lag. More precisely, | have sought to incorporate the assumption that for the next yesr,
O, Will increase by an additiond S,x3,, following Meer and O’ Toole (2011).

To measure educational performance, this study employs two indicators: the
employment rate of college graduates and the student retention rate.8 The employment
rate of college graduates is the representative and typica indicator used to broadly
measure educational performance, while the student retention rate (the opposite of the

7. In a university, the middle managers in department of personnel and finance are deeply
engaged in internal management and so will have plenty of knowledge of its workings.
Therefore they are professional enough in my view to be the target of a survey.

8. The Higher Education in Korea website only releases the number of college graduates who
are employed. | obtain the employment rate by dividing the number of employed students
by recent graduates.
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dropout rate) is awidely acknowledged indicator that conveys the degree of students
satisfaction and determines whether they will remain at the university.®

This study also employs the number of articles published in foreign journals and
the number of articles published in Korean journals per full-time faculty as research
performance indicators. Research performance, both in quality and quantity, is usualy
measured by the achievements of full-time faculty members. The most frequent quantity
indicator is the number of published articles (Dundar & Lewis, 1998; Lovegrove &
Johnson, 2008). The Higher Education in Korea website releases information pertaining
to various types of achievements per full-time faculty member. In this study, | have
tried to cover the achievementsin terms of both quality and quantity and hence selected
two indicators, the number of articles published in Korean journas that are or will be
listed by the National Research Foundation of Korea (NRFK) per full-time faculty
member and the number of articles published in foreign journals listed in the Science
Citation Index (SCI) or Scopus per full-time faculty member.10

Independent Variable: Human Resour ce M anagement

Internal management can be characterized in terms of awide array of dimensions.
In particular, the internal management of public organizations focuses heavily, of
necessity, on the “human side’ (McGregor, 1960), smply because incentive-focused
strategies in management are limited in the public sector (see Feeney & Rainey, 2010).
This study seeks to tap into the human side: attracting, developing, motivating, and
evaluating people. In a 2009 study, O’ Toole and Meier report the results of a survey of
superintendents (top managers) who were asked to rate the quality of principas (middle
managers and subordinates who are being managed by top managers) management.
However, because their responses might be subject to socia desirability bias (sincetop
managers tend to judge themsaves mostly in a positive way) and because what top

9. The employment rate of college graduates indicates directly way how many qualified sudents
there are and the quality of education indirectly (Kim, 2009). This measure is the criteria
that is commonly used to evaluate universities in Korea, especidly by the government
for purposes of deciding the amount of funding it will provide. Lewis and Smith (1994)
suggest using students academic outputs, the rate of college graduates, and the dropout
rate as performance indicators. The Higher Education in Korea website only releases the
dropout rate so | calculated the student retention rate by subtracting the dropout rate from
100.

10. Dundar and Lewis (1994) assert that only the articles published in qualified journds should
be counted as research for performance assessment purposes.
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managers think they are doing and what their subordinates think they are doing might
be two different things, this study measures top managers management actions using
the perceptions of middle managers who are being managed because that may provide
a more unbiased measure than the one measured by the perceptions of top managers
themselves.

The quegtionnaire measuring human resource management in the 2014 survey of
Korean public service organizations focused on top managers. Five survey items
(communication, improvement of welfare, settlement of complaints, motivation, and
development) were used to obtain the perception of middle managers on a five-point
scale (from 1 = makeslittle effort to 5 = makes a great effort).11

The composite measure of the perceptions of the two managers who were interviewed
is more reliable than one individua’s perception would be. Here | use the average of the
two perception scales and the factor loadings of five survey itemsto extract acommon
core concept of human resource management. A factor analysis produced a single
common factor, a composite measure of the five items, and the Cronbach apha for
this scale was .9222. Accordingly, thisfactor scoreisthe final independent variable for
human resource management.

Moderating Variable: Publicness

Public and private organizations are primarily distinguished from each other in
terms of who owns, funds, and controls them (see Perry & Rainey, 1988). Each aspect
of publicness has a separate effect on performance, and studies using more than two of
them arerare (Andrews, Boyne, & Walker, 2011). This study employs ownership asthe
indicator of publicness. Accordingly, the moderating variable is the dummy variable
taking the value 1 if it isapublic university and O if it isa private university.12

The higher education law in Korea establishes what qualifies a university as public
or private. There are considerable differences that pertain to how each are organized, the

11. According to several studies on human resource management, it typically refers to the task
of attracting, keeping, developing, and motivating people at al levels in organizations
(Bertdli & Lynn, 2006; Nigro & Kellough, 2006; Shafritz et a., 2001). This study ana-
lyzes communication, improvement of welfare, settlement of complaints, motivation, and
development as independent variables because they match these core concepts of human
resource management.

12. This study includes national universities, corporate national universities, specia corporate
universities, specia corporate national universities, and municipal universities in the
dataset of public universities.
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degree of power they have, and the nature of decison making at each.13 It is assumed
that ownership can operate as amoderator in the management-performance nexus.

Control Variables

In assessing the impact of the interna management of human resources on organi-
zational performance and the moderating effect of publicness, | have included a set of
controls to adjust for both the variance in environmental constraints on a university
and the resources that it has at its disposal. The variables that may pertain to the
national context should be also included. It is essentia to show that the effect of
human resources management on performance and the moderating effect of publicness
measured here is unique and not afunction of other variables.

Many studies have shown that environmenta constraints negatively influence per-
formance (Chun & Kum, 2011). Meier and O’ Tool€'s model includes the percentage of
students who are black, Latino, and poor, a variable that is measured by the percentage
who are digible for afree or reduced-price school lunch. In this study, | use two measures
as congtraints. the rate at which students take out loans for school expenses and the
location of a university.14 Three measures are included as resources: the number of
students per full-time faculty member; the size of the organization, and the age of the
organization. Two measures are included to take account of context: whether or not
the university has a college of engineering or medicine and the publicness (1 if itisa
public university and O if it is a private university).15 All of these factors have been
shown to influence performance in public organizations.

A growing body of literature of well-designed studies has confirmed that organiza-

13. Per article 3, section 1, of the Korean higher education act, universitiesin Korea are divided
into two categories, nationa - municipal and private. Public universities are established and
regulated by the Ministry of Education, Science, and Technology; private universities are
established and overseen by corporations or an individual. According to the private school
act, aprivate university isinvested with autonomy (Bae et a., 2012).

14. | obtain the rate of student loans by dividing the number of students who have taken out
loansfor tuition by the number of enrolled students.

15. Lee, Kwek, and Lee (2003) divide universities into three categories: universities that have
both medical and engineering schoals, universities that have either a medical school or an
engineering schooal, and universities that have neither. Ahn, Cho, and Park (1998) evaluate
the efficiency of universitiesin Koreaand confirm differences depending on whether a uni-
versity has a college of engineering or medicine or not. Lee (2001) likewise demonstrates
that the accounting performance of a university differs according to whether it has an engi-
neering or medical school.
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tions with more resources generdly are far better. In this study, | have used the number
of students per full-time faculty member, organizational size measured as log scores of
the whole number of students, and organizationa age to measure of the extent of the
resources of a university.16 Publicness is considered the moderating variable in my
anaysis, and | adso include it as a control variable because publicness itsdf can have
significant influence on the performance of Korean universities.’

Method

Estimations were devel oped using multiple regression anaysis for each of the four
performance indicators. the employment rate of college graduates, the student reten-
tion rate, the number of articles published in foreign journals per full-time faculty
member and the number of articles published in Korean journas per full-time faculty
member. All four regression analyses included the same independent, moderating, and
control variables listed in table 1. This study focuses here on the moderating effect of
publicness in the management-performance nexus as measured by hierarchical regres-
sion analysis.18 In the first modeling stage, | conducted a regression analysis with only
control variables, and in the second modeling stage, | included the independent varigble,
human resource management, in each regression analysis. In the final modeling stage,
| included publicness, and | tried to reveal the presence of a moderating effect in each
regression analysis.

The interaction term is used in the estimation of the moderating effect, which can

16. The number of students per teacher istypicaly referred to as“classsize.” It can beinferred
that the lower the number of students per teacher, the greater an abundance of resources an
organization has. Class size should be negatively related to student performance. In this
article, the unit of analysis is Korean universities, so | employ the number of students per
full-time faculty member. Scholars suggest two theories about organizationa size. Big
organizations have an advantage if they can maintain economy of scale (Daft 2012), but
transaction costs by the same token can put them at a disadvantage (Williamson, 1975: 26-
30). Many studies, including Jang (2002) and Lee and Kim (2007), report that well-known
universities tend to perform better than lesser known ones. Older universities tend to be
better known than more recently founded universities, so organizational age can serve asa
proxy measure for how well known an institution isin our analysis.

17. The Korean Educational Development Ingtitution (KEDI, 2008) reports that representative
performance indicators vary depending on whether auniversity is public or private and that
most of the performance indicators in public universities are superior.

18. The explanation of moderating effect should be based on the increment when | add the
interaction term in the hierarchical regression analysis (Jo, Y. I., Kim J. H., Han. W. L., &
Jo.Y.J, 2015).
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cause a multicollinearity problem. Variance inflation factor tests of all the variables

were conducted, and it was confirmed that the possibility of multicollinearity is quite
low, scoring less than 10. | used the list-wise selection method to drop observations

with missing values from 155 observations, and | confirmed a minimum total of 128
observations.

Descriptive Statisticsand Correlations

FINDINGS

Descriptive datigtics for al variables are shown in table 1, and the results of al vari-
ables correaions are ligted in table 2. Some negative correlations among performance

Table 1. Descriptive Statistics

Variables ‘ Obs. ‘ Mean ‘ Std. Dev. ‘ Min. ‘ Max.
Dependent Variables
) employment rate 142 55.458 12.944 7.143 100
Education -
retention rate 151 95.323 2.926 82.9 100
number of articles
published in Korean 150 0.553 0.253 0.018 1.542
journals per full-time
faculty member
Research -
number of articles
published in foreign 150 0.212 0.223 0 1.387
journals per full-time
faculty member
Independent Variables
human resource management ‘ 128 0.038 1.008 ‘ -4.193 ‘ 2.476
Moderating Variables
publicness | 155 0.329 0471 | 0 | 1
Control Variables
rate of borrowing 136 16.054 5.897 0 35.586
location 155 0.232 0.424 0 1
age of organization 154 44.253 26.428 2 117
number of students 149 23.852 8.252 1.302 42.025
size of organization 150 8.539 0.965 5.911 10.123
school of engineering 151 0.815 0.390 0 1
school of medicine 151 0.219 0.414 0 1
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indicators were observed. The correlation between the number of articles published in
foreign journas per full-time faculty member and the number of articles published in
Korean journals per full-time faculty member is negative and statisticaly significant
(p-vaue=0.0757<0.1). In addition, the correlation between the number of articles pub-
lished in foreign journals and the employment rate is also negative and even more
statistically significant (p-value=0.0053<0.01). That relationship is an interesting
anomaly because it is only shown among performance indicators. These confounding
relationships among performance indicators considerably influenced my final analysis,
which | document in the concluding section.

RESULTSOF EDUCATIONAL PERFORMANCE

Employment Rate of College Graduates

As the results in table 3 demongtrate, human resource management at Korean uni-
versities does not have a gatistically significant impact on the employment rate, and no
moderating effect is found either. In models 1 and 2, as shown in table 3, some control
variables are satigtically significant in the expected direction.

The results show that the employment rate is higher in universities located outside
of Seoul and Gyeonggi-do. This could be due to the fact that the students in Seoul and
Gyeonggi-do tend to hold off on taking ajob until what they want (Oh, 2010). The size
of organization is shown to be negatively related to the employment rate. It could be
due to the transaction cost as mentioned in footnote 16. The age of organization is also
statigtically significant, and hence it can contribute positively to the employment rate.

Asde from these significant findings, other effects of the independent or moderating
variables were not observed. Concerning the overdl R-sguare, the model accounts for
only 18% of the total variance. This low R-square could be due to the flawed measure
of the employment rate itself. Certainly employment rate is the most representative
measure of the educational performance of a university. However, several scholars
have indicated limitations in the process of congtructing this measure. In particular, the
employment rate provided by the Higher Education in Korea website measures
employment only in terms of quantity and not in quality. Kwak (2012) points out that
employment should be measured to reflect qualities such whether it is full time,
whether it is with a magjor company, whether it is “good enough” employment,
whether it coincides with one’smgjor in college, and so forth.
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Table 3. Analysis of Employment Rate of College Graduates!®

Model 1 Model 2 Model 3
Coef. | Std. Err. | Coef. | Std.Err. | Coef. | Std. Err.

rate of borrowing -0.225 0.274 | -0.063 0.316 | -0.094 0.316

Pa‘i”l}ft’%og;tggf”ts PEr | 0099 | 0220 | 0163 | 0255 | 0170 | 0.257

school of Engineering -0.446 3.609 | -1.089 3980 | -1.423 4.084

Control school of Medicine -1.491 3.584 | -1.479 4171 | -1.375 4197

Variables 1| ocation 4718 | 3153 | -8566™ | 3.840 | -8.486™ | 3.862

size of organization -5.658** | 2,156 | -6.027** | 2438 | -6.006* | 2.449

age of organization 0.119* | 0.057 0.164* | 0.065 0.161* | 0.066

publicness -0.873 3416 | -1.521 3.898 | -1.884 4.018

Independent g“anggg Jesource 1120 | 1231 | 0852 | 1405

!I[](;(rarrr?1 o rmuamn:géﬁfgrﬁjtrfr()eublicness 1.207 3.010
Number of Observations 126 108 108
R-square 0.1742 0.1876 0.1890
AR-square - 0.0134 0.0014
F 3.08 251 2.26

*p<0.1, ** p<0.05, *** p<0.01

Student Retention Rate

Asthe resultsin table 4 demonstrate, as with the employment rate, human resource
management at Korean universities does not have a datisticaly significant impact on
the retention rate, and a moderating effect is not found either. Compared to the analysis
of the employment rate of college graduates, many control variables in this analysis,
such as the rate a which students take out loans for school expenses, the location of a
university, the size of organization, whether or not the university has a college of engi-

19. In the tables of showing the results, | put the control variables prior to independent vari-
ables or interaction terms because this analysis takes the form of a hierarchica regression,
which requires mentioning control variables first and then explaining the key findings from
independent variables or interaction terms.

The Korean Journal of Policy Studies



56  Taeyeon Kim

Table 4. Analysis of Student Retention Rate

Model 1 Model 2 Model 3
Coef. | Std. Err. | Coef. | Std.Err. | Coef. |Std. Err.

rate of borrowing -0.201**| 0.043 | -0.233**| 0.047 -0.225**|  0.049

P;Qf;;;ﬂﬁ;ﬁgfnts PEr | 0006 | 0034 | -0020 | 0039 | -0021 | 0.039

school of Engineering -1.536**| 0.556 | -1.680** 0.601 | -1.610** 0.612

Control school of Medicine 0.398 0.576 0.342 0.656 0.320 0.659

Variables 1 jocation 19947 | 0484 | 1990 0577 | 1951 0582

size of organization 0.639* 0.335 0.803* | 0.371 0.803* | 0.372

Age of organization Age 0.013 0.009 0.013 0.010 0.014 0.010

publicness 1.045* 0.536 0.840 0.596 0.927 0.612

petependent &“;EZS Tesource 0136 | 0191 | 0207 | 0218

!P:rarrrijl een rr:wuamnder;seor?tr’(;aeuincness 0309 | 0459
Number of Observations 133 114 114
R-square 0.5089 0.5360 0.5380
AR-square - 0.0271 0.0020
F 16.06 13.35 12.00

*p<0.1, * p<0.05, ** p<0.01

neering or medicine, and publicness, are statisticaly significant and in the expected
direction. The results show that the retention rate is lower in universities located out-
side of Seoul and Gyeonggi-do. This anomaly may result from the poor quality of the

employment rate measurement.

The R-sguare and robustness of these three models are quite high but do not indi-
cate any dtatigtically significant effect of the independent and moderating variables in
the expected direction in models 2 and 3. To sum up, these results from the analysis of
educational performance, employment rate and retention rate, provided no support for

hypotheses 1 and 2.
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RESULTS OF RESEARCH PERFORMANCE

Number of Articles Published in Foreign Journalsper Full-Time
Faculty Member

Table 5 displays the results for the number of articles published in foreign journals
per full-time faculty member. Most of the control variables, such as the rate at which
students take out loans for school expenses, the location of a university, the number of
students per full-time faculty member, the size of organization, and whether or not the
university has a school of engineering or medicine are satistically significant and in
the expected direction in modd 1. All of them (except for whether or not the university
has a school of engineering or medicine) remain significant in models 2 and 3.20

Table 5. Analysis of the Number of Articles Published in Foreign Journals per Full-Time
Faculty Member

Model 1 Model 2 Model 3

Coef. | Std. Err. | Coef. | Std.Err. | Coef. |Std.Ermr.

rate of borrowing 0.010***| 0.003 | -0.013** 0.003 | -0.014** 0.004

P;Tf;ﬂnog;tggf”ts Per | 00167+ | 0003 | -0018%* 0003 | -0.017%* 0.003

school of engineering 0.095* | 0.044 0.078* | 0.044 0.060 0.044

Control school of medicine -0.017 0.045 | -0.075 0.048 | -0.069 0.048

Variables - |5cation 0.079% | 0.038 | 0.074* | 0043 | 0.084* | 0042

size of organization 0.116* | 0.026 0.124*+| 0.027 0.124*+| 0.027

age of organization -0.001 0.001 | -0.001 0.001 | -0.001 0.001

publicness 0.037 0.042 0.011 0.044 | -0.010 0.044

{?;jrzia;kacsjent tr;uamnzg éﬁqs:#trce 0.032* | 0.014 0.014 0.016

Term | management pubicness 0078 | 0083
Number of Observations 133 114 114
R-square 0.5288 0.5678 0.5896
AR-square - 0.0390 0.0218
F 17.39 15.18 14.80

*p<0.1, ** p<0.05, *** p<0.01
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Unlike in the analyses of educationa performance, dl foca variables are statisti-
cally significant in this analysis. The R-sguare and the robustness of model 2 are aso
quite high, and the model accounts for 56.8% of the total variance. An additiona
increase in the R-square (AR-square is 0.03, p<.001) from model 1 to model 2 was
confirmed, and it is statistically significant. Model 2 provides support for hypothesis 1
that the managers in organizations that devote time and resources to human resource
management will perceive higher levels of organizational performance than managers
in organizations that don’t. This means that this study provides evidence for the positive
impact of human resource management on organizational performance.

Furthermore, model 3, which includes the interaction term, accounts for 58.7% of
the total variance. The additional increase in the R-square (AR-square is 0.0218,
p<.001) from model 2 to modd 3 is aso statitically significant. Model 3 provides

Figure 1. The Moderating Effect of the Number of Articles Published in Foreign Journals per
Full-Time Faculty Member
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20. The rate of students taking out loans for school expenses and the number of students per
full-time faculty member support Meier and O’ Tool€' s model. The location of a university
also provides support for previous research in Korea.
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support for hypothesis 2 that the moderating effect of human resource management on
performance differs depending on the publicness of the organization. This means that
this study also provides evidence for the moderating effect of publicness.

Figure 1 shows the moderating effect of publicness. If the top managers in both
public and private universities put more effort into human resource management, the
number of articles published in foreign journas per full-time faculty member in both
public and private universities tendsto rise, although thereis a difference in magnitude
between public and private organizations. The magnitude of the upward trend is much
greater in public universities than in private universities.

Number of Articles Published in Korean Journalsper Full-Time
Faculty Member

Table 6 displays the results for the number of articles published in Korean journas
per full-time faculty member. Some control variables, such asthe rate at which students
take out loans for school expenses, the number of students per full-time faculty member
whether or not the university has a college of engineering or medicine, the age of orga
nization, and publicness are statisticaly significant and in the expected direction in
model 1. It provides an interesting comparison with the result from the analysis of the
number of articles published in foreign journas per full-time faculty member. The age
of organization and publicness are highly significant in model 1 and remain significant
consistently throughout models 2 and 3.

The results here are quite different and even contradictory to those of the analysis
of the number of articles published in foreign journas per full-time faculty member.
Human resource management is not statistically significant at al in model 2. However,
the interaction term is Statistically significant but negative in the expected direction in
model 3.

The results suggest that if the top managers in private universities put more effort
into human resource management, the number of articles published in Korean journals
per full-time faculty member tends to decline. There are several possible explanations
for this phenomenon. The confounding relationships among performance indicators
(see table 2) provide hints. Table 2 shows that the correlation between the number of
articles published in foreign journals per full-time faculty member and the number of
articles published in Korean journals per full-time faculty member is negative and
even dtatistically significant.

This result can be confirmed in figure 2. If the top managersin private universities
put more effort into human resource management, the number of articles published in
Korean journals per full-time faculty member tends to rise dightly, but in public uni-
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Table 6. Analysis of the Number of Articles Published in Korean Journals per Full-Time

Faculty Member
Model 1 Model 2 Model 3
Coef. | Std. Err. | Coef. | Std.Err. | Coef. |Std. Err.
rate of borrowing -0.009* | 0.004 | -0.006 0.004 | -0.003 0.004
P;Qf;;;ﬂﬁ;ﬁgfnts PET | 0,009 | 0003 | 0.009% | 0004 | 0.009* | 0.004
school of engineering -0.136** | 0.055 | -0.116** | 0.056 | -0.088 0.055
Control school of medicine -0.040 0.057 | -0.050 0.062 | -0.059 0.059
Variables 1 jocation 0070 | 0048 | 0003 | 0054 | -0.012 | 0.053
size of organization 0.012 0.033 0.023 0.035 0.023 0.034
age of organization 0.002%* | 0.001 0.003**| 0.001 0.003*+* 0.001
publicness 0.183** | 0.053 0.210***| 0.056 0.245***| 0.055

Independent | human resource

Variables management 0.019 0.018 0.009 0.020

Interaction human resource -0.123**| 0.041

Term management *publicness

Number of Observations 133 114 114
R-square 0.4287 0.4697 0.5112
AR-square - 0.0410 0.0415
F 11.63 10.24 10.77

*p<0.1, * p<0.05, ** p<0.01

versities, if the top managers put more effort into human resource management, this
declines.

Concerning these confounding relationships among performance indicators, Han,
Jang, Han, and Yang (2008) have suggested several contextual implications related to
publicness in Korean universities. They analyze the impact of the amount of govern-
ment funding on the research outputs, demonstrating that the amount of government
funding contributes positively to the research outputs measured by the number of articles
published in foreign journals (listed in the SCI or SCOPUS), but the impact on the
research outputs measured by the number of articles published in Korean journas
(listed in NRFK) was not statistically significant. These results cannot be applied
directly to our analysis because they used the amount of public funding as publicness
rather than ownership. Nonetheless, at least it can be concluded that critically disparate
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Figure 2. The Moderating Effect of the Number of Articles Published in Korean Journals per
Full-Time Faculty Member
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factors affect foreign and domestic research outputs, and publicness has a unique and
different impact on them. In addition, it should be borne in mind that the number of
articles published in Korean journals is much higher than the number of articles pub-
lished in foreign journals, particularly in private universities. The Korean Educational
Development Ingtitution (KEDI, 2008) report that the average number of articles pub-
lished in foreign and Korean journals are amost same in public universities, but in
private universities, twice as many articles are published in Korean journds asin foreign
journals.2! This phenomenon relates to the differential impact of publicness on the

21. Public Private
Contents . o L
Universities | Universities
average number of foreign-authored articleslisted in SCI 367 121
average number of Korean-authored articleslisted in SCI 304 208
foreign: domestic 11 1.2

Source: Kang 2014
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research outputs is beyond the scope of this study, but it should be the subject of
substantial additional research.

CONCLUSION

This study has examined the externa validity of O Toole and Meer's (2011) manage-
ment-performance nexus model using Korean higher education institutions as the
dataset. In particular, the aim of this study has been to provide additional evidence that
publicness can moderate the rel ationship between management and performance.

This study investigated the impact of human resource management on organi zational
performance using a dataset from 155 universities (four-year colleges) in Korea. | aso
examined the moderating effect of publicness on the relationship between human
resource management and performance using ownership (that is, whether the university
is public or private) as an indicator of publicness. In short, my analyss indicates that
top managers effortsto improve human resource management positively contributed to
one of the research performance indicators, namely, the number of articles published
in foreign journals per full-time faculty member. However, | do not observe this effect
among the other three performance indicators, the number of articles published in
Korean journas per full-time faculty member, the employment rate of college graduates,
and the student retention rate. Further, the moderating effects of the relationship between
human resource management and performance are shown in the analysis of the two
research performance indicators but not in the analysis of the two educationa perfor-
mance indicators.

This finding does not contradict the common pattern found in most comparative
studies of national contexts. Although in genera this finding may seem similar to that
of other research based on different nations and type of organizations, the specifics are
very different. O’ Toole and Meier (2011) suggest that top managers human resource
management effort positively contributes to al aspects of performancein their anaysis
using a dataset from Texas school organizations. However, in this article, this effect is
shown for only one of four performance indicators for Korean universities.

This discrepancy may result from differences in national context (U.S. vs. Korea)
and the type of organizations (school digtricts vs. universities). O’ Toole and Meier
apply their model to Denmark as well, and the findings provide no support for their
model. They explain that this discrepancy may result from the difference in the national
context.22 More precisely, compared to the superintendents of Texas school districts

22. O'Toole and Meier (2014) found considerable variation regarding policy field or sector in
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who have substantial managerial discretion, school managers in Denmark have less
discretion due to powerful teacher unions. They explain that management matters in
Texas, while it has virtually no effect in Denmark (Meier, Anderson, O’ Toole, Favero,
& Winter, 2015). Following this approach, public management research in Korea
should pay more attention to the role of context and should seek to construct a model
reflecting the contextua variance that managersin Korea confront.

This article partialy shows that the human resource management in public univer-
stiesis more effective than in private universities. It provides empirical evidence of the
theoretical hypothesis that internal management will matter more in public organizations
posited by O’ Toole and Meer (2011). This finding gives us leeway to reconsider the
traditional perspective that treats the limited discretion vested in public managers as
the reason for the weak link between performance and management (Rainey, 2014).

Certainly, | cannot generalize the moderating effect of publicness because it is not
shown for al the performance indicators. However, this outcome is reasonable due to
the confounding relationships among performance indicators in this article. According
to this approach, | can propose some interesting and daunting research questions.
These confounding relationships among performance indicators are related to goal
conflict, a subject on which further research is needed.23 Future research should
explore what steps managers take to improve the level of performance in the face of
goal conflict.

Numerous prominent researchers have claimed that ambiguous performance or goal
conflict can have an adverse effect on organizationa managers, and researchers need
to attend to this aspect. For example, Moynihan (2012) stresses that if an organization

the 66 articles they surveyed that conducted empirical studies of management and perfor-
mance. The logic of considering context relative to the impact of management on public
organizationa performance is that it conditions the relationship between management and
performance (O’ Toole & Meier, 2014). In a generd theory, they postulate 23 hypotheses
pertaining to the moderating or intervening effect of context on the relationship between
management and performance.

23. Chun (2004) introduces the concept of goa conflict in the chapter of his book on priority
goal ambiguity because it is similar to priority goal ambiguity. Priority goal ambiguity
refers to the level of interpretive leeway in deciding on priorities among multiple goals.
God conflict can be divided into two dimensions, direct and indirect. Direct goal conflict is
the confounding phenomenon wherein there are only two goals and hence if one is chosen
then the other is abandoned. Indirect goa conflict refers to the latent competition that arises
when an organization has multiple goals and must spread resources around. According to
this approach, indirect goal conflict can be measured by counting the number of goalsin an
organization in the same way one doesin assessing priority goal ambiguity.
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has multiple gods, then performance will not be unidimensiona. He aso asserts that
even there are likely to be negative correlations between performance factors associated
with one aspect of performance, there may not be such correlations associated with
others. If managers are confronted with multiple goals and there is ambiguity in deter-
mining their priority (Chun & Rainey, 2005), they can be directed to pay more attention
to one goal and less attention to others that may in fact be no less important (Moynihan,
2012). This can happen differentially depending on publicness, and it will matter more
in public univerdities than in private universities. Consequently, | assume that this dif-
ference will influence the overdl results of my anaysis.

In short, a differential moderating effect on the performance of universities cannot
fully understood until research on ambiguous performance or goa conflict is carried
out.24 This is another implication of this article and guides the direction for future
research.
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