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Abstract

Performance management practices, such as perfor-
mance appraisals, are often considered incompatible
with the principles of quality management. If designed
appropriately, however, performance management sys-
tems could support rather than hinder quality. This study
investigates the alignments of performance management
system components to a strategic emphasis on quality.
Findings from a sample of 312 organizations generally
support the idea that organizations are adapting their
performance management systems in ways that are com-
patible with a quality emphasis. In addition, the study
shows that a greater alignment of quality and perfor-
mance management is associated with greater perceived
effectiveness of the performance management system.

Résumé

Les pratiques de gestion du rendement, comme les évalu-
ations du rendement, sont souvent considérées incom-
patibles avec les principes de la gestion de la qualité.
Cependant, si elles sont développées correctement, les
systemes de gestion du rendement peuvent soutenir
plutét que nuire a la qualité. La présente étude s’inté-
resse aux alignements entre les composantes des sys-
temes de gestion du rendement et I’emphase stratégique
sur la qualité. Les analyses réalisées avec un échantillon
de 312 organisations indiquent une certaine cohérence
entre les systémes de gestion du rendement et I'emphase
stratégique sur la qualité. Les organisations semblent
donc adapter leurs systemes de gestion du rendement
aux exigences de la qualité. De plus, une plus grande
cohérence entre la stratégie qualité et la gestion du
rendement est associée avec des perceptions positives a
légard de [Defficacité du systeme de gestion du
rendement.

Quality efforts fail to deliver superior results because
the only thing that has changed about quality is the
way wec talk about it. Everything else has remained
the same. (Daniels, 2000, p. 127)

Organizations increasingly view performance man-
agement as a key system that can promote and sustain
initiatives such as speed to market, business processes
renewal, and quality management. By aligning perfor-
mance expectations, feedback, and reward systems to
people requirements, performance management may
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foster employee behaviours that are consistent with
emerging business opportunities and the need for strate-
gic and operational effectiveness. This greater emphasis
on managerial purpose makes performance management
a powerful tool for organizational change and quality
improvement.

Deming (1986) and others (Bowman, 1994,
Scholtes, 1993) argue, however, that the practice of per-
formance management, including performance
appraisal, is not compatible with the principles of quali-
ty management. Their main contention is that perfor-
mance management is too focused on individual charac-
teristics rather than on system factors. As such, the
quality perspective questions the emphasis on individu-
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als rather than on aspects of work systems as being rele-
vant to work performance (Waldman, 1994b). In
response to Deming’s admonition, a number of scholars
countered that traditional performance management
practices could be customized to support quality (e.g.,
Armstrong & Baron, 1998; Bowen & Waldman, 1999;
Cardy, 1998; Cardy, Dobbins, & Carson, 1995; Ghor-
pade & Chen, 1995; Graber, Breisch, & Breisch, 1995;
Masterson & Taylor, 1996). The debate resulted in sev-
eral prescriptions for adapting performance management
system components to the people requirements of quali-
ty. Whether or not this abundant advice resulted in new
performance management configurations in quality-dri-
ven organizations remains largely unknown as scholarly
work was directed more at developing conceptually
appealing alignments than at validating them.

Drawing from contingency and strategic human
resource management theorizing, this study explores a
special case of strategic fit that is widely debated but sel-
dom tested. Specifically, we examine whether a quality
emphasis, defined as a strategy that focuses on continu-
ous improvement to product reliability and customer sat-
isfaction, is associated with the adoption of performance
management configurations relating to performance cri-
teria, appraisal sources, rewards, and recognition. We
also investigate whether a greater alignment between
quality and performance management system compo-
nents results in performance management and organiza-
tional effectiveness. In addition to performance manage-
ment system components, we explore the broader human
resource management environment. By examining the
influence of human resource management values and
strategic integration, we gain perspective on the issue of
system and sub-system alignments.

The need to produce such contingency knowledge
was a recurring theme in Sousa and Voss’s (2002) review
of the quality management literature. Moreover, views of
how to fit performance management to quality are not
unanimously held. For instance, some authors prescribe
self-ratings in quality-driven organizations (Bowen &
Waldman, 1999), while others advise against them
(Ghorpade & Chen, 1995). Although some authors rec-
ommend behavioural performance criteria (Masterson &
Taylor, 1996), others consider that results-based perfor-
mance criteria bolster the quality imperative (Schon-
berger, 1994). Few studies, if any, investigate the actual
existence of alignments between an organizational
emphasis on quality and performance management sys-
tem components. Furthermore, if the expected align-
ments do in fact exist, we know little of their effective-
ness, leaving largely unanswered the question submitted
by Cardy and Dobbins (1996) about whether the pre-
scriptive characteristics found in the literature are relat-
ed to effectiveness.
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Theory and Hypotheses

Contingency theory holds that organizational effec-
tiveness results from fitting characteristics of the organi-
zation, such as components of a performance manage-
ment system, to contingencies that reflect the situation of
the organization, such as a quality strategy (Burns &
Stalker, 1961; Donaldson, 2001; Lawrence & Lorsch,
1967; Pennings, 1992; Woodward, 1965). A basic build-
ing block of contingency theory is the concept of fit,
which can be viewed, among other perspectives, in terms
of matching and moderation (Venkatraman, 1989).

The matching perspective specifies fit as a theoreti-
cally defined match between two related variables, with-
out reference to a criterion variable. For instance, a sig-
nificant positive relationship between a quality emphasis
and the use of collective rewards would constitute cvi-
dence of matching. This perspective received consider-
able attention in the strategic human resource manage-
ment literature (e.g., Baird & Meshoulam, 1988; Miles
& Snow, 1984; Wright & Snell, 1998), and research find-
ings are supportive of human resource management
practices being congruent with strategy (c.g., Arthur,
1992: Bird & Beechler, 1995; Delery & Doty, 1996;
Jackson, Schuler, & Rivero, 1989; Peck, 1994; Schuler
& Jackson, 1988).

The moderation perspective holds that the interac-
tion between two variables predicts a third variable. For
instance, the interaction between a quality emphasis and
collective rewards would predict organizational effec-
tiveness. In accordance with this view, Delery and Doty
(1996) found some support for the proposition that the
positive effect of human resource management practices
on financial performance is moderated by the degree to
which the behaviours encouraged by these practices are
consistent with the organization’s strategy. Thus, in this
and other studies (e.g., Kerr & Jackofsky, 1989), the fit
between human resource management practices and
business strategy explained additional variance in per-
formance. Of particular interest, the study conducted by
Youndt, Snell, Dean, and Lepak (1996) derived a large
performance impact from linking human capital-enhanc-
ing practices with a quality manufacturing strategy. Such
evidence suggests that the link between human resource
management and a quality strategy can influence organi-
zational performance.

Consistent with both the matching and moderation
perspectives, an abundant literature urges a greater align-
ment of human resource management policies and prac-
tices to the quality imperative (e.g., Cardy & Dobbins,
1996; Carter, 1993; Caudron, 1993; Dreher & Dougher-
ty, 2002; Monks, Buckley, & Sinnot, 1996; Simmons,
Shadur, & Preston, 1995; Ulrich, 1993). In particular,
and in response to Deming’s (1986) admonition of per-
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formance appraisals, designing performance manage-
ment systems that sustain quality is the focus of much
attention (e.g., Armstrong & Baron, 1998; Bowen &
Waldman, 1999; Cardy, 1998; Cardy et al., 1995; Ghor-
pade & Chen, 1995; Graber et al., 1995; Masterson &
Taylor, 1996; Waldman, 1994a).

The advice offered in this literature is conceptually
appealing, but fails to address the need for research find-
ings that elucidate key alignments between quality and
performance management. This, we argue, is problemat-
ic on both theoretical and practical grounds. First, a lack
of empirical evidence casts doubts upon the validity of
theorizing in the area of strategic human resource man-
agement. A demonstration that performance manage-
ment systems correspond in hypothesized ways to a
quality emphasis would provide suggestive evidence that
organizations are indeed linking their performance man-
agement practices to broader environmental variables
(Schuler & Jackson, 1987). Second, from a practical
standpoint, empirical evidence of an alignment would
suggest that performance management systems can be
compatible with quality, a proposition that in itself
remains widely disputed (Bowman, 1994; Deming,
1986; Scholtes, 1993). Such evidence would further
point to the strongest and weakest links between quality
and performance management system design features. In
addition, the moderation perspective could provide evi-
dence of the effectiveness of various performance man-
agement configurations in a quality context.

Matching Hypotheses

A greater emphasis on system factors in quality-dri-
ven organizations forms the basis for the prediction that
contextual work behaviour performance criteria will be
prominent in such organizations. In the quality mindset,
errors are assumed to be largely due to system factors
(e.g., materials, resources, supervision, work flows)
rather than worker characteristics (Carson, Cardy, &
Dobbins, 1991; Deming, 1986, 1993; Juran, 1989; Wal-
ton, 1986). To the extent that performance is considered
a function of system factors, the emphasis of perfor-
mance management should shift from results to process
(Cardy, 1998).

Process-oriented performance appraisals are con-
cerned with behavioural processes, how the work is
done, and the manner by which an individual imple-
ments a work strategy (Lam & Schaubroeck, 1999). As
such, an emphasis on system factors and process in qual-
ity-driven organizations is likely to result in more atten-
tion given to contextual work behaviour than to results
(Armstrong & Baron, 1998; Cardy et al., 1995; Ghor-
pade & Chen, 1995; Guinn, 1992; Waldman, 1994b).
Contextual work behaviours support the organizational,
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social, and psychological environment in which the tech-
nical core must function (Borman & Motowildo, 1993).
Accordingly, behaviours such as volunteering, helping,
and cooperating are deemed critical to system improve-
ment (Cardy, 1998). Based upon the preceding argu-
ments, we propose the following hypothesis:

Hypothesis 1: The stronger the organization’s
emphasis on quality, the more prevalent will be the
use of contextual work behaviour performance
criteria.

Performance criteria in a quality setting are also
more likely to be quality oriented than quantity oriented.
This proposition does not stem from underlying quality
management principles, but rather from the acknowl-
edged principle that performance appraisal criteria
should not only reflect task requirements, but also cor-
porate goals (Murphy & Cleveland, 1995). The specific
need for quality-oriented performance criteria is further
discussed by a number of authors who show an interest
in how the organizational environment affects perfor-
mance management (e.g., Blakburn & Rosen, 1993;
Bowen & Lawler, 1992). The essence of their views is
expressed in the following hypothesis:

Hypothesis 2: The stronger the organization’s
emphasis on quality, the more prevalent will be the
use of quality-oriented performance criteria.

In the quality mindset, performance is viewed large-
ly as a function of the system. Because the system is
broader than the individual, authors have recommended
that more attention be given to collective performance
than to individual performance (Bowman, 1994; Cardy
& Dobbins, 1996; Graber et al., 1995; Masterson & Tay-
lor, 1996; Schonberger, 1994). The greater occurrence of
teams in quality-driven organizations (Dreher &
Dougherty, 2002) and the need for cooperative efforts
(Bushe, 1988) require that organizations institute out-
come interdependencies with collective appraisals and
rewards, rather than evaluate people solely for their indi-
vidual performance (Clinton, Williamson, & Bethke,
1994; Olian & Rynes, 1991).

Waldman and Kenett (1990) point to the need for
“work-system appraisals to solve problems and improve
and standardize the entire group’s performance” (p. 68).
Otherwise, a focus on individuals may divert attention
from root systemic causes of poor quality (Bowen &
Lawler, 1992). Moreover, Cardy et al. (1995) argue that
“shifting the level of evaluation from the individual to
the group relieves the rater from having to separate per-
son and system factors at the individual level” (p. 113).
In sum, appraising and rewarding collective contribu-
tions at the group or unit level rather than individual
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contributions is considered an effective practice in qual-
ity-driven organizations (Waldman, 1994a). Given that
the use of collective rewards implies collective
appraisals, we submitted the following hypothesis to
empirical scrutiny:

Hypothesis 3: The stronger the organization’s
emphasis on quality, the more prevalent will be the
use of collective rewards.

One of Crosby’s 14 points for producing quality was
recognition. Thus, the recognition of achievements is
consistent with quality principles (Redman & Matthews,
1998) and anecdotal evidence suggests that employee
recognition programs are more prevalent in quality-dri-
ven organizations. Schonberger (1994) mentioned a
number of companies that use recognition, including
ceremonies, to support their quality drive. Such compa-
nies seemingly use recognition because it bolsters
employee participation and involvement, which are
regarded as being fundamental to quality improvement.
Additional examples of employee recognition programs
in quality-driven organizations further emphasize the
benefits of public recognition (Olian & Rynes, 1991).
Consequently, the following hypothesis was submitted to
empirical scrutiny:

Hypothesis 4: The stronger the organization’s
emphasis on quality, the more prevalent will be the
usc of public recognition.

Another imperative of the quality movement is a
commitment to continuous improvement and learning
through employee development (e.g. Crosby, 1979;
Deming, 1982, 1986; Dreher & Dougherty, 2002). As an
indication of this, anecdotal evidence suggests that staff
and management training intensifies following the intro-
duction of quality initiatives (Monks et al., 1996). Qual-
ity initiatives therefore underscore the need for employ-
ees to develop in the areas of quality principles, attitudes
and values relating to quality, quality-process, measure-
ment, statistical techniques, equipment use, running
meetings, benchmarking, team building, interpersonal
communication, and team problem-solving (Bowen &
Lawler, 1992; Brown, 1992; Cardy & Dobbins, 1996;
Caudron, 1993; Clinton et al., 1994; Olian & Rynes;
1991). Employees need the knowledge and skills to
make decisions in the spirit of their full participation in
quality improvement.

Considering then that employee competencies are a
strong pillar of quality, the developmental purpose of
performance management should prevail within quality-
driven organizations (Cardy, 1998; Waldman & Kenett,
1990). It is common knowledge that performance man-
agement systems can serve both administrative and
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developmental purposes. In a quality setting, the devel-
opmental purpose is considered most meaningful (Grote,
1996). To the extent that employee development is a pri-
mary concern in quality-driven organizations, a greater
focus on competencies could be expected, as the follow-
ing hypothesis predicts:

Hypothesis 5: The stronger the organization’s
ecmphasis on quality, the greater the focus on compe-
tencies within the performance management system.

Another strong pillar of the quality approach is that
the customers of a product or service are the centre of
attention and the satisfaction of both internal and exter-
nal customers is the driving force behind work process-
es (Bounds & Dobbins, 1993; Cardy & Dobbins, 1996).
When customers determine the standards and directions
for improving performance, the performance manage-
ment process becomes integrated into customer-supplier
relationships, where the customer is the source of
appraisal and the supplier the recipient of the appraisal
(Blakburn & Rosen, 1993; Bowen & Waldman, 1999).
Considering that each supplier generally has multiple
customers, the involvement of multiple raters is required
for a full assessment of the supplier’s performance.

A customer-centric  organization also relies on a
greater integration of processes and functions rather than
on top-down hierarchical frameworks and power relation-
ships that create functional silos (Cardy, 1998; Cardy &
Dobbins, 1996). Functional integration requires the
involvement of more people from various positions and
coworkers and direct reports, as well as the person’s super-
visor, could all be expected to offer developmental feed-
back and guidance (Caudron, 1993). In a more integrated
customer-centric environment, subordinates are viewed as
internal customers of the process of leadership. Conse-
quently, upward feedback from subordinates appears nat-
ural in a quality setting. Peer appraisals provide additional
depth to performance appraisals and demonstrate further
integration of customer-supplier relationships. They are
also consistent with a participative, team-based, quality-
driven organization (Bowen & Lawler, 1992). In sum,
because customer satisfaction is a fundamental considera-
tion and given the need for integration to achieve customer
satisfaction, multisource feedback would appear to be an
effective lever (Antonioni, 1994; Dubnicki & Williams,
1992). Hence, the following hypothesis:

Hypothesis 6: The stronger the organization’s
emphasis on quality, the more prevalent will be the
usc of multisource feedback and, in particular, sub-
ordinate and peer appraisals.

Another key feature of quality management is the
need for full participation of the workforce to make qual-
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ity everyone’s concern (Oakland, 1989). A quality man-
agement principle discussed by Deming (1986) is the
removal of barriers to employee participation and control
of their own quality. A greater focus on employee partic-
ipation and involvement, as a result of the introduction of
quality initiatives, was observed in one study (Monks et
al., 1996). Consequently, in quality-driven organizations,
where employees are empowered to take responsibility
for improving quality, employee participation in the per-
formance management process should be encouraged as
well (Armstrong & Baron, 1998; Caudron, 1993; Dub-
nicki & Williams, 1992; Findley, Amsler, & Ingram,
1999; Guinn, 1992). Such participation is expected to
benefit the individual and the quality effort. Meta-ana-
Iytic findings suggest that greater employee participation
in the performance appraisal process is associated with
positive employee reactions toward the appraisal system
(Cawley, Keeping, & Levy, 1998). Thus, a more partici-
pative approach would help reduce the “devastation” that
Deming describes. In addition, several authors consider
that employee participation in performance management
is especially desirable in a quality context (Cardy et al.,
1995; Graber et al., 1995; Masterson & Taylor, 1996).
Thus, the quality effort could benefit as well.

Participation in the performance management process
may be fostered in different ways, but generally includes
the opportunity to self-appraise at the preappraisal stage
(Anderson, 1993), which, in turn, is likely to increase
ratees’ participation in the appraisal interview (Farh, Wer-
bel, & Bedeian, 1988; Latham & Wexley, 1981). Accord-
ingly, we view employee participation in the performance
management process as the use of self-appraisals, which is
consistent with the emphasis on control of their own qual-
ity mentioned by Deming (1986). Moreover, Cardy (1998)
argued that the quality imperative requires an inclusive
approach that allows ratees to conduct a self-appraisal
using the same performance dimensions as the rater. Final-
ly, Cardy et al. (1995) noted that self-raters may be much
more sensitive to system factors (e.g., situational con-
straints) than are supervisors. As such, self-appraisals are
consistent with the emphasis on system factors in the qual-
ity literature. Hence, we predicted that:

Hypothesis 7: The stronger the organization’s
cmphasis on quality, the more prevalent will be the
use of self-appraisals at the preappraisal stage.

A final factor that may shed some light on the role
of performance management in quality-driven organiza-
tions is the degree of strategic integration of human
resource management. This strategic integration is
achieved with greater participation of the human
resource management function in the strategic decision-
making process, which is indicative of the importance of
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people in the organization. We should note that all of the
above-proposed alignments between quality and perfor-
mance management system components underscore the
importance of people in any quality initiative. Although
the message is delivered in various ways, it seems clear
that employees must have a significant degree of psy-
chological identification with the company for quality to
work (Schuler, Galante, & Jackson, 1987). Consequent-
ly, drawing from the assumption that people are impor-
tant in quality-driven organizations, we should find a
greater degree of strategic integration of human resource
management in such organizations.

Hypothesis 8: The stronger the organization’s
emphasis on quality, the greater will be its strategic
integration of human resource management.

Moderation Hypotheses

Conceptualizing fit as moderation is an extension of
the matching perspective, where the alignments argued
in the matching hypotheses are expected to predict a
third variable. Here, the relationships between quality
and performance management system components are
expected to influence performance management and
organizational effectiveness. Performance management
effectiveness is considered a proximal outcome and
organizational effectiveness is considered a distal out-
come. These effectiveness ratings provide a yardstick for
judging the value of proposed alignments.

Performance management systems are most effec-
tive when they support organizational goals (Murphy &
Cleveland, 1995). If this proposition is robust, we should
find that interactions between performance management
system components and quality (i.e., an organizational
goal) to be associated with more favourable perceptions
of performance management system effectiveness. We
should note here that performance management system
effectiveness reflects the extent to which human resource
managers perceive that their performance management
system is achieving performance improvement targets.
Survey evidence suggests that some performance man-
agement systems are considered highly effective where-
as others are not (Gosselin & Murphy, 2001). The strate-
gic perspective suggests that a better alignment of
performance management to organizational goals should
improve perceptions of performance management sys-
tem effectiveness. Thus, the following hypothesis:

Hypothesis 9: Performance management system
components that are consistent with a quality empha-
sis (i.e., based on our review of the literature) will
have a stronger positive influence on performance
management cffectiveness in organizations with a
greater quality emphasis.
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We also sought to investigate the influence of
strategic integration and developed the following
hypothesis to expresses its influence within a modera-
tion perspective:

Hypothesis 10: The strategic integration of human
resource management will have a stronger positive
influence on performance management effectiveness
in organizations with a greater quality emphasis.

According to Deming’s (1993) theory of profound
knowledge, the success of quality management efforts
depends on the effective integration of various manage-
ment subsystems. A management subsystem of interest
in this study is the performance management subsystem,
the object of an ongoing debate. Its successful integra-
tion is likely to lead to the success of quality manage-
ment efforts and, ultimately, to organizational perfor-
mance. Therefore, the following hypothesis was
developed from the moderation perspective:

Hypothesis 11: A quality emphasis will have
stronger positive influence on organizational perfor-
mance when performance management system com-
ponents are consistent with a quality emphasis (i.e.,
based on our review of the literature).

The moderating influence of strategic integration
was predicted in the following hypothesis:

Hypothesis 12: A quality emphasis will have
stronger positive influence on organizational perfor-
mance when the strategic integration of human
resource management is greater.

Method

A pre-tested, 16-page questionnaire was mailed to
the person in charge of human resource management in
1,556 Canadian organizations with 200 and more
employees located in Quebec. The organizations were
identified with the Dun & Bradstreet listing and a phone
survey was conducted to obtain the name of the person
responsible for human resource management within each
organization. The questionnaire was written in French
and the conventional method of back-translation (Bris-
lin, Lonner, & Thorndike, 1973) was used to translate the
established scales from English to French. The question-
naire was then pre-tested with several human resource
managers from various firms who were asked to com-
ment on any item that they found ambiguous or difficult
to understand. These queries did not reveal any major
changes that needed to be made to any of the items.
Given that 312 completed questionnaires were returned
and that 30 questionnaires were returned with mention of
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unknown address, the response rate was 20%. This
response rate is comparable to those obtained in similar
surveys we consulted (e.g., Delery & Doty, 1996,
Guthrie, 2001; Terpstra & Rozell, 1993). Furthermore, it
compares favourably to those of survey-based studies of
high performance work systems reviewed by Becker and
Huselid (1998), which had response rates ranging from 6
to 28%, with an average of 17.4%.

About 35.9% of the responding organizations had
between 200 and 399 employees, 27.9% had between
400 and 799 employees, 9.3% had between 800 and
1,199 employees, 9.3% had between 1,200 and 1,999
employees, and 17% had over 2,000 employees. The
sample included organizations from a wide range of
industries, including 14.2% in health care, 10.6% in
manufacturing of durable goods, and 4.8% in financial
services. The sample included 46.2% of organizations
that were part of a larger group (i.e., subsidiary, division,
or business unit) and the average age of the responding
organizations was 49.09 years. Most organizations werc
in the private sector (60.6%) and a strong proportion of
responding organizations were unionized (81.7%). Forty
percent of responding organizations had a quality certifi-
cation (e.g., ISO 9000). Finally, the actual respondents
had an average of 7.35 years of experience in their cur-
rent position and were mostly male (53.8%).

Measures

A number of different conceptualizations of quality
are found in the literature. A quality strategy, however,
generally aims to establish a reputation of reliability and
quality among customers and to improve its operating
efficiencies by minimizing scrap and “redos.” Although
quality is a concern in most organizations, the emphasis
on quality as a source of competitive advantage is likely
to vary from one organization to another. We tried to cap-
ture this variation by developing an original seven-item
index reflecting different aspects of quality. The selected
items were located in different scales investigating broad
organizational contexts. For instance, we asked respon-
dents to indicate whether their organization had a quali-
ty certification (e.g., ISO 9000). We also enquired about
the extent to which they agreed that their organization’s
clients are a priority (see Appendix A for scale items,
means, and standard deviations). Because mecasurement
of these items involve different scale formats, responses
were standardized first and an average score was then
computed. The reliability coefficient for this index was
acceptable (alpha = .74).

The notion of contextual work performance
enlarged the domain of work performance beyond those
behaviours that are directly linked to tasks. Borman and
Motowildo’s (1993) contextual performance taxonomy
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included five factors, namely (a) persisting with enthusi-
asm and extra effort as necessary to successfully com-
plete one’s own task activities; (b) volunteering to carry
out task activities that are not formally part of one’s own
job; (¢) helping and cooperating with others; (d) follow-
ing organizational rules and procedures; and (e) endors-
ing, supporting, and defending organizational objectives.
Our questionnaire asked respondents to indicate the
importance in their organization of a sample of perfor-
mance appraisal criteria. Ten were considered relevant to
the concept of contextual work performance and they
covered two facets of contextual work performance that
are considered highly relevant to a strategy of quality
improvement, namely (1) volunteering to carry out task
activities that are not formally part of one’s own job and
(2) helping and cooperating with others. The participato-
ry and collectivistic nature of quality initiatives seem-
ingly justifies the need for volunteering and cooperating
and by combining these two facets into a single scale
(alpha = .84) we obtain a measure of contextual work
performance that is consistent with the quality impera-
tive. The response format ranged from very little impor-
tance (1) to a high degree of importance (5).

A single question assessed the importance given to
quality-oriented performance criteria. It asked about how
much importance management gave to quality improve-
ment for the appraisal of employee performance. The
response format ranged from very little importance (1) to
a high degree of importance (5).

The degree of use of collective rewards was
assessed by summing the use of five types of collective
rewards. Respondents were requested to indicate
whether each type of collective reward was used for each
of seven categories of personnel (i.e., executives, man-
agers, professional, clerical staff, production personnel,
sales force, research and development staff). To the
extent that at least one category of personnel was target-
ed by the collective reward type, the organization was
coded as having that collective reward. The five types of
collective rewards were bonuses as a function of team
performance, unit performance, productivity gains,
achieving organizational objectives, and profitability.
The sum of the presence of these collective reward
schemes produced the scale (alpha = .64).

The use of public recognition was assessed with five
items that reflected how often (1 = almost never to 5 =
continuously) effective performance was recognized
with (a) trophies, certificates, and other honorary sym-
bols; (b) by making it known at meetings; (c) with a let-
ter of thanks; (d) by advertising it in the company news-
paper or other outlets; and (e) by celebrating
achievements at a ceremony or gala (alpha = .75).

A greater focus on competencies within the perfor-
mance management system can be expressed in different

ways. Organizations can emphasize performance criteria
that value skill development or effective application of
competencies. In addition, reward systems can reinforce
skill development. A sophisticated skill-based pay plan
can be implemented as well. Organizations may also
wish to encourage training needs assessments during
performance appraisals. In order to capture these possi-
bilities, we developed an original six-item index drawing
from different sections of the questionnaire. Included in
the set of performance management practices that
emphasize skill development were the use of (a) compe-
tency-oriented performance criteria, (b) task-mastery
performance criteria, (c) merit pay that is a function of
competencies, (d) bonuses that are a function of compe-
tencies, (e) training needs analysis, and (f) an official
competency assessment system for at least one category
of personnel. Although the internal consistency of the
index was low (alpha = .44), suggesting that organiza-
tions generally do not implement coherent sets of per-
formance practices that emphasize skill development,
higher scores would still reflect a greater integration of
skill development into performance management. More-
over, it could be argued that an alpha coefficient is not
appropriate here, in view of the composite nature of this
variable (Brooke & Price, 1989). However, to avoid
understating some relationships, additional analyses
were conducted in the results section to evaluate the
items of this scale separately.

One question asked whether multisource (360) feed-
back was used for at least one category of personnel over
the last 24 months. Of particular interest in this study is
the use of upward feedback and peer appraisals. Thus,
we included two additional measures. They instructed
respondents to indicate whether or not in their organiza-
tion the performance of various categories of personnel
was assessed by their subordinates or by their peers.
Scores were computed across six job categories (i.e., all
but the executive category). Use of self-appraisals was
measured much in the same way, but with only five cat-
egories of personnel (i.e., all but the executive and man-
ager categories).

Two indicators from different scales measured the
strategic integration of human resource management.
The first asked about how important it was to manage-
ment that the head of the human resources department be
involved in strategic planning. The second prompted
respondents to indicate on a five-point scale the degree
to which human resource management is part of the
strategic decision-making process in their organization.
Because of their strong association (r = .64, p = .00),
these two indicators were combined to form a single
measure of the strategic integration of human resource
management.

Performance management system effectiveness was
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Table 2
Partial Correlations?

1. Quality Emphasis

2. Contextual Criteria A Ar=

3. Quality Criteria DAEFE  DEHEE

4. Collective Rewards .01 .09 -.01
5. Public Recognition Dok = gekek 10
6. Competency-Based 3% Jd6%% 105
7. Multisource Feedback 04 A9% Y00
8. Subordinate Appraisals 2% 13* 0 -.03
9. Peer Appraisals Ll .08 -.02
10. Self Appraisals 5% .07 .04
11. Strategic Integration 28Fxk  BOEEE ALF

8%

.10 14*

.02 20%F%  15%

03 .09 AGFE  DREEE

2% Al 6FF  S19FF B

-.01 .06 20%%  13% A8%E L 15%

DNk RPEEE ] 3 .06 il .08 .05

“p<.10; " p<.05 " p<.0l; " p<.001

assessed with 16 items and a Likert-type response format
ranging from totally disagree (1) to totally agree (5)
(alpha = .94). Items were selected on the basis of a
review of the literature. Sample items from the scale are
“this organization’s performance management”... (a)
“tmproves individual performance,” (b) ‘“improves
employee retention,” and (c) “makes change easier.”
Organizational performance was assessed with an
I 1-item scale adapted from Delaney and Huselid (1996)
(alpha = .84). The five-level response format prompted
respondents to indicate whether, relative to other organi-
zations in their activity sector, their firm was doing much
worse (1) to much better (5). Sample items included
“client satisfaction”, “marketing capacity”, and “profits.”
The five control variables that were deemed impor-
tant in this organizational-level study were environmen-
tal uncertainty, whether the responding organization was
part of a larger group, size, sector, and union presence.
Environmental uncertainty was assessed with a four-item
Likert-type scale ranging from totally disagree (1) to
totally agree (5). Respondents indicated their level of
agreement with the following statements: “In our indus-
try, environmental changes (technological, economic,
etc.) are (a) frequent, (b) unpredictable, (¢) important,
(d) increasing (alpha = .79). Respondents indicated
whether their organization is part of a larger group (i.e.,
whether their organization is a subsidiary, division, or
business unit) (coded no = 0 and yes = ). Size was
assessed as the number of employees in nine categories
ranging from 200 to 3,000 and more employees.
Responding organizations were coded as being either
public (coded 0) or private sector (coded 1). Finally,

154

union presence was assessed in terms of union coverage
for at least one category of personnel.

Results

Table | presents the means, standard deviations, and
listwise correlations for all variables. The observed cor-
relations are consistent with the matching hypotheses.
All of the correlations in Table 1 between the indepen-
dent variables and quality are significant in the predicted
direction. Further tests call upon analytical models that
include five control variables.

Matching Hypotheses

The matching hypotheses are further tested using
partial correlations and hierarchical regression analyses.
Table 2 includes the partial correlations between the
dependent and independent variables while controlling
for environmental uncertainty, whether the responding
organization is part of a larger group, size, sector, and
union presence. The results show a highly significant
association between a quality emphasis and the impor-
tance given to contextual work behaviour criteria, in the
direction predicted by our first hypothesis. Thus contex-
tual work behaviour criteria are deemed more important
in organizations with a stronger quality emphasis. H2 is
also supported by a significant positive relationship indi-
cating that a quality emphasis is associated with more
consideration given to quality-oriented performance cri-
teria. H3, predicting that collective rewards would be
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Table 3
Summary of Results from Regression Analyses®
Model | Model 2
Control Quality Emphasis
1. Contextual Criteria AR? 0.072%* B 0.434***% AR?Z  (.152%*x*
2. Quality Criteria AR? 0.045* 3 0.372***  AR? 0112 %%
3. Collective Rewards AR? 0:21]1 %+ 3 0.014 AR? 0.000
4. Public Recognition AR? 0.067** N 0.255***  AR? 0.053%*%%
5. Competency-Based AR? 0.089%*** 3 0.155% AR? 0.019%*
6. Multisource Feedback AR?  18.668%* Wald 0.608 AR?  0.615
7. Subordinate Appraisals AR? 3.748 Wald 4.459% AR?>  4.804*
8. Peer Appraisals AR? 5.430 Wald 3.5007 AR? 3.70%
9. Self Appraisals AR? 11.421* Wald 7.188**  AR? 7.494%*
10. HRM Values AR? 0.037* 3 0.394%**  AR? 0.124***
11. Strategic Integration AR? 0.040* B 0.321%%*%  AR?  (.082%%**

atipi2 105 " i€ (05 ™ pig 0L ™ p €001

T D e A 0 B S R R SR e e T e

more prevalent in organizations with a stronger quality
emphasis, is no longer supported when control variables
are added to the prediction model. A greater use of pub-
lic recognition is found, however, in quality-driven orga-
nizations, supporting H4. In addition, a quality emphasis
is associated with more attention given to competencies
within performance management systems, thus support-
ing H5. A quality emphasis, however, is not predictive of
the use of multisource feedback. Only marginally signif-
icant associations between a quality emphasis and sub-
ordinate and peer appraisals provide support for H6.
Supporting H7, a quality emphasis is associated with a
greater prevalence of self-appraisals. Finally, the partial
correlations indicate that a quality emphasis is associat-
ed with a greater degree of human resource management
strategic integration (H8).

Hierarchical regressions provide additional infor-
mation on the above relationships, in particular, about
changes in the explained variation in performance man-
agement system components when quality emphasis is
added to a regression model comprising five control vari-
ables. Two regression techniques were used to predict
and explain components of performance management.
Multiple regression was the preferred technique when
the dependent variables were metric. Dichotomous
dependent variables were predicted with the logistic
regression technique. Changes in the model are assessed
with an adjusted R? change in multiple regression and
with chi-square change in logistic regression. Standard-
ized beta coefficients are used in multiple regression
whereas Wald coefficients are used in logistic regression.
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Considering, however, that 11 regressions were needed
to complete the analyses, only summary results are pro-
vided (full results available upon request).

Table 3 provides additional support for the relation-
ships obtained with partial corrclations. We find, howev-
er, stronger evidence that a quality emphasis is associat-
ed with greater use of subordinate and self appraisals.
Table 3 also provides information about the explained
variation in performance management system compo-
nents when control variables are entered (Model 1) and
then when a quality emphasis is entered (Model 2). We
find, for instance, that the five control variables explain
7.2% of the variance in contextual work behaviour crite-
ria and that a quality emphasis explains an additional
15.2% of variance. The results show that a quality
emphasis is often a stronger predictor than are the five
control variables entered together.

Moderation Hypotheses

The hypotheses developed within the moderation
perspective were all tested with multiple hierarchical
regressions. In the first set of regression models, perfor-
mance management effectiveness was regressed on main
effects and interaction terms. Control variables were
entered on step one. Performance management system
components were entered on step two. Quality emphasis
was entered on step three. The interaction terms between
the nine performance management components and
quality emphasis were entered on step four of the hierar-
chical regressions. In this paper we only report the vari-
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ance change on step four to determine whether the inter-
action terms added significant explanation (full results
available upon request). Variables were mean centred to
compute the interaction terms. However, variables com-
puted from standardized items and dichotomous vari-
ables were not mean centred.

Some support was found for H9, which predicted
that performance management system components that
are consistent with a quality emphasis will have a
stronger positive influence on performance management
effectiveness in organizations with a greater quality
emphasis. Results show that the inclusion of the interac-
tion terms on step four of the hierarchical regression
added significant variance explanation (AR? = 0.048%; p
= 0.047). The coefficients suggest that performance
management systems are perceived as more effective
when subordinate appraisals are used in quality-driven
organizations (ff = 0.180%; p = 0.023). The plotted inter-
action displayed in Appendix B shows an increase in per-
formance management effectiveness when subordinate
appraisals are used in conjunction with a higher quality
emphasis and that lower performance management eftec-
tiveness is observed when subordinate appraisals are used
with a weaker emphasis on quality. No support was also
found for Hypothesis 10, which predicted that strategic
integration of human resource management will have a
stronger positive influence on performance management
effectiveness in organizations with a greater quality
emphasis. Results show that the inclusion of the interac-
tion term between that strategic integration of human
resource management and quality on step four of the hier-
archical regression did not add significant variance expla-
nation (AR? = 0.001; p = 0.470).

In the second set of regression models, organiza-
tional performance was regressed on main effects and
interaction terms. Control variables were entered first,
followed by a quality emphasis, followed by perfor-
mance management system components, and by the
interaction terms between quality emphasis and the nine
performance management components. No support was
found for H11, which predicted that a quality emphasis
will have stronger positive influence on organizational
performance when performance management system
components are consistent with a quality emphasis (AR?
= 0.020; p = 0.500). Moreover, no support was found for
H12, which predicted that a quality emphasis will have
stronger positive influence on organizational perfor-
mance when the strategic integration of human resource
management is greater (AR? = 0.002; p = 0.398).

Additional Analyses

Because it is difficult to detect moderating effects
with low reliability estimates (Dunlap & Kemery, 1988),
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we conducted additional analyses to further investigate
the influence of collective rewards and competency-
based performance management, two indexes with low
reliability estimates (alpha = .64 and .44, respectively).
Because of low reliabilities, we took these two scales
apart and examined individual items. First, performance
management effectiveness was regressed on main effects
and interaction terms. Control variables were entered
first, followed by five collective reward schemes, fol-
lowed by a quality emphasis, and by the interaction
terms. No evidence of a moderating effect was found
(AR? = 0.008; p = 0.734). In another hierarchical regres-
sion, control variables were entered first, followed by a
set of performance management practices that empha-
size skill development, followed by a quality emphasis,
and by the interaction terms. Again, no evidence of a
moderation effect was found (AR? = 0.018; p = 0.432).
Second, organizational performance was regressed on
main effects and interaction terms. Control variables
were entered first, followed by a quality emphasis, fol-
lowed by five collective reward schemes, and by the
interaction terms. No evidence of a moderating effect
was found (AR? = 0.005; p = 0.815). In another hierar-
chical regression, control variables were entered first,
followed by a quality emphasis, followed by six perfor-
mance management practices that emphasize skill devel-
opment, followed by the interaction terms. No evidence
of a moderation effect was found (AR*> = 0.007; p =
0.843). These results suggest that low reliabilities on
measures of collective rewards and competency-based
performance management were not the root cause of
non-significant interactions in our initial analyses.

Discussion

This study brings empirical scrutiny to the often dis-
cussed but seldom verified links between quality and
performance management systems. In addition to
upholding some commonly held beliefs, the findings
raise a number of questions that might be addressed in
future research. With regards to the suggested align-
ments between performance management and quality,
our findings provide support for predictions of a greater
use of contextual work behaviour criteria, quality-orient-
ed performance criteria, public recognition, competency
assessments, subordinate appraisals, peer appraisals, and
self appraisals within quality-driven organizations.
These alignments are consistent with the matching per-
spective of contingency theory as well as with anecdotal
evidence found in the literature.

Accordingly, quality-driven organizations are more
likely to prioritize behaviours that demonstrate volun-
teering to carry out task activities that are not formally
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part of one’s own job or helping and cooperating with
others. Thus, quality appears to require more than spe-
cific task contributions and encompass an enlarged
domain of work performance that includes contextual
work performance. Apparently, employees in quality-
driven organizations are expected to demonstrate behav-
iours that support the organizational system. Not surpris-
ingly, an organizational emphasis on quality was also
associated with quality-oriented performance criteria.
This association is indicative of a quality strategy cas-
cading down to the level of individual performance cri-
teria and it shows that performance appraisal criteria not
only reflect task requirements, but also corporate goals.
The association between a quality emphasis and a
greater use of public recognition was consistent with
anecdotal evidence suggesting that such displays bolster
employee participation, a critical quality requirement. In
addition, a stronger quality emphasis is associated with
more attention given to competencies in performance
management, which is consistent with the needed com-
mitment to learning that quality requires. The greater use
of subordinate and peer appraisals seems to indicate that
the performance management process does in fact
become integrated into customer-supplier relationships
in a way that is consistent with the need to make cus-
tomers the centre of attention in quality-driven organiza-
tions. Finally, the greater use of self appraisals is consis-
tent with the need for employee participation to make
quality work.

Two predictions were not supported by our analy-
ses. First, a quality emphasis was not associated with a
greater use of collective rewards. Neither the collective
rewards index nor any of the specific collective reward
schemes analyzed separately in additional analyses were
significantly associated with a quality emphasis. This
casts doubt on the view that organization-wide gain-
sharing or profit-sharing programs as well as group-level
reward programs are especially relevant in quality-driven
organizations (Hackman & Wageman, 1995). Although
this finding runs counter to the prescriptive views of
quality-reward system alignments, it is consistent with
survey evidence that a low percentage of firms incorpo-
rate team incentives into their pay plans as a result of the
implementation of total quality management (Lowery,
Beadles II, & Carpenter, 2000). It does, however, under-
score the challenge of changing reward systems to meet
quality requirements within an individualistic society.
The need to adapt reward system components to foster
cooperative efforts may seem obvious in collectivistic
cultures like Japan, where the quality movement was ini-
tiated. However, North American organizations may feel
a stronger pull toward individualistic solutions, regard-
less of the stated requirements of quality initiatives. Sec-
ond, a quality emphasis was not associated with a greater
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adoption of multisource feedback, although subordinate
and peer appraisals were more prevalent. The lack of
support for an association between quality and multi-
source feedback, may be a function of the particular
nature of multisource feedback programs. Multisource
feedback, in many organizations, i not an ongoing
process, but rather a one-time initiative typically imple-
mented as part of a management development program.
Thus, a weak integration of multisource feedback into
various organizational processes would limit its role in
quality-driven organizations, which rely upon ongoing
process improvement and sub-system integration.

Quality-driven organizations are also more likely to
show a greater degree of strategic integration of human
resource management. The human resource management
function was more likely to participate in strategic deci-
sion making in organizations with a strong quality
emphasis. These findings underscore the importance of
broader organizational and strategic human resource
management considerations in quality management
efforts. In turn, broader contingencies that retlect the
value of people in the organization may precede the
adoption of more specific configurations of management
systems.

Although the matching perspective was generally
supported, according to theorizing in the area of strategic
human resource management, thc moderation perspec-
tive was only mildly supported for predictions of perfor-
mance management system effectiveness. The findings
indicate that performance management system compo-
nents that are consistent with a quality emphasis have a
stronger positive influence on performance management
effectiveness in quality-driven organizations. No support
was found, however, for predictions of perceived organi-
zational performance within the moderation perspective.
Taken together, these findings suggest that sub-system
alignment may influence the perceived effectiveness of
that sub-system, but do little to influence organizational
performance. In turn, the improved effectiveness of that
sub-system may have a positive influence on organiza-
tional performance, as would suggest the signiticant pos-
itive correlation between both effectiveness variables.

The limitations of this study constrain our interpre-
tation of the findings and point to several issues for
future research. First, a key limitation of our research is
that we have just one respondent per firm, and that indi-
vidual is a human resources manager. While such an
individual may be in a good position to comment upon
performance management practices, she/he may have
less expertise with regard to the types of issues men-
tioned in the quality index or in the organizational per-
formance measure. An obvious solution would be to
have multiple respondents per firm, with the various
respondents having expertise in the particular areas
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(Youndt et al., 1996). However, this procedure is much
more costly and is likely to reduce the number of firms
providing complete data. Second, this study only exam-
ined cross-sectional differences among firms. Gaining a
more definite understanding of the relationships between
quality and performance management will require longi-
tudinal analysis. Third, some low reliabilities may have
reduced our ability to detect significant relationships,
especially with regards to the influence of interaction
terms. It would appear that some performance manage-
ment components that we identified as representing a
construct that subsumes individual practices were rather
a collection of distinct practices. This prompted us to
perform additional analyses. A fourth limitation was the
use of a perceptual measure of organizational perfor-
mance. We should note, however, that perceptual mea-
sures are sometimes correlated with more objective mea-
sures (Delaney & Huselid, 1996; Montemayor, 1996).
Finally, because we are using single-source data collect-
ed at one point in time, it is also possible that the results
are somewhat inflated due to common method variance.

This study brought empirical scrutiny to a thorny
problem. It investigated the alignment of performance
management system components to a strategic emphasis
on quality. Our results provide significant support for the
idea that performance management system components
can be designed in a way that is compatible with quality.
Thus, rather than discard performance appraisals as
quality scholars would advise, quality-driven organiza-
tions seemingly adapt their performance management
system components to the people requirements of a qual-
ity strategy. Doing this, our findings suggest, may
improve performance management system effectiveness.

References

Anderson, G.C. (1993). Managing performance appraisal sys-
tems. Cambridge, UK: Blackwell.

Antonioni, D. (1994). Improve the performance management
process before discontinuing. Compensation and Benefits
Review, 26, 29-35.

Armstrong, M. & Baron, A. (1998). Performance management:
The new realities. London: Institute of Personnel and
Development.

Arthur, J.B. (1992). The link between business strategy and
industrial relations systems in American steel minimills.
Industrial and Labor Relations Review, 45, 488-506.

Baird, L. & Mcshoulam, I. (1988). Managing two fits of strate-
gic human resource management. Academy of Manage-
ment Review, 13, 116-128.

Becker, B.E. & Huselid, M.A. (1998). High performance work
systems and firm performance: A synthesis of research
and managerial implications. In K.M. Rowland & G.R.
Ferris (Eds.), Research in personnel and human resource

158

management, Vol. 16 (pp. 53-101). Greenwich, CT: JAI
Press.

Bird, A. & Beechler, S. (19995). Links between business strategy
and human resourcc management strategy in U.S.-based
Japanese subsidiaries: An empirical investigation. Journal
of International Business Studies, First Quarter, 23-46.

Blakburn, R. & Rosen, B. (1993). Total quality and human
resources management: Lessons learned from Baldridge
Award-winning companics. Academy of Management
Executive, 7, 49-66.

Borman, W.C. & Motowildo, S.J. (1993). Expanding the crite-
rion domain to include elements of contextual work
behaviors. In N. Schmitt & W.C. Borman (Eds.), Person-
nel selection in organizations (pp. 71-98). San Francisco:
Jossey-Bass.

Bounds, G.M. & Dobbins, G.H. (1993). A paradigm shift to a
new managerial agenda. Journal of General Management,
16, 143-159.

Bowen, D.E. & Lawler, E.E., 11l (1992). Total quality-oriented
human resources management. Organizational Dynamics,
20, 29-41.

Bowen, D.E. & Waldman, D.A. (1999). Customer-driven
employee performance. In D.R. Ilgen & E.D. Pulakos
(Eds.), The changing nature of performance: Implications
Jor staffing, motivation, and development (pp. 154-191).
San Francisco: Josscy-Bass.

Bowman, J.S. (1994). At last, an alternative to performance
appraisal: Total quality management. Public Administra-
tion Review, 54, 129-136.

Brislin, R.W., Lonner, W., & Thorndike, R.M. (1973). Cross-
cultural research methods. New York: Wiley.

Brooke, P.P. & Price, J.L. (1989). The determinants of employ-
ee abscntecism: An empirical test of a causal model. Jour-
nal of Occupational Psychology, 62, 1-19.

Brown, A. (1992). TQM: Implications for training. Industrial
and Commercial Training, 24, 3-9.

Burns, T. & Stalker, G.M. (1961). The management of innova-
tion. London: Tavistock.

Bushe, G.R. (1988). Cultural contradictions of statistical
process control in American manufacturing organizations.
Journal of Management, 14, 19-31.

Cardy, R.L. (1998). Performance appraisal in a quality context:
A new look at an old problem. In J.W. Smither (Ed.). Per-
Sformance appraisal: State of the art in practice (pp. 132-
162). San Francisco: Josscy-Bass.

Cardy, R.L. & Dobbins, G.H. (1996). Human resource man-
agement in a total quality organizational environment:
Shifting from a traditional to a TQHRM approach. Jour-
nal of Quality Management, 1, 5-20.

Cardy, R.L., Dobbins, G.H., & Carson, K.P. (1995). TQM and
HRM: Improving performance appraisal research, theory,
and practice. Canadian Journal of Administrative Sci-
ences, 12, 106-115.

Carson, K.P,, Cardy, R.L., & Dobbins, G.H. (1991). Perfor-
mance appraisal as effective management or deadly man-
agement disease: Two initial empirical investigations.
Group & Organization Studies, 16, 143-159.

Carter, C.C. (1993). Human resource management and the
total quality imperative. New York: Amacom.

Canadian Journal of Administrative Sciences
Revue canadienne des sciences de I’administration
21(2), 146-161

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyanw.manaraa.com




PERFORMANCE MANAGEMENT DESIGN AND EFFECTIVENESS IN QUALITY-DRIVEN ORGANIZATIONS

Caudron, S. (1993). How HR drives TQM. Personnel Journal,
August, 48A-480.

Cawley, B.D., Keeping, L.M., & Levy, PE. (1998). Participa-
tion in the performance appraisal process and employce
reactions: A meta-analytic review of ficld investigations.
Journal of Applied Psychology, 83, 615-633.

Clinton, R.J., Williamson, S., & Bethke, A.L. (1994). Imple-
menting total quality management: The role of human
resource management. SAM Advanced Management Jour-
nal, Spring, 10-16.

Crosby, P.B. (1979). Quality is free: The art of making quality
certain. New York: New American Library.

Daniels, A. (2000). Bringing out the best in people: How to
apply the astonishing power of positive reinforcement (2™
cd.). New York: McGraw-Hill.

Delaney, J.T. & Huselid, M.A. (1996). The impact of human
resource management practices on perceptions of organi-
zational performance. Academy of Management Journal,
39, 949-969.

Delery, J.E. & Doty, D.H. (1996). Theorctical frameworks in
strategic human resource management: Universalistic,
contingency, and configurational perspectives. Academy
of Management Journal, 39, 802-835.

Deming, W.E. (1982). Quality, productivity and competitive
position. Cambridge, MA: MIT Center for Advanced
Engincering Study.

Deming, W.E. (1986). Out of the crisis. Cambridge, MA: MIT
Center for Advanced Engineering Study.

Deming, W.E. (1993). The new economics for industry, gov-
ernment, education. Cambridge, MA: MIT Center for
Advanced Engincering Study.

Donaldson, 1. (2001). The contingency theory of organiza-
tions. Thousand Oaks, CA: Sage.

Dreher, G.F. & Dougherty, T.W. (2002). Human resource strat-
egy: A behavioral perspective for the general manager.
Boston: McGraw-Hill/Irwin.

Dubnicki, C. & Williams, J.B. (1992). The people side of

TQM. Healthcare Forum Journal, September/October,
54-61.

Dunlap, W.P. & Kemery, E.R. (1988). Effccts of predictor
inter-correlations and reliabilities on moderated multiple
regression. Organizational Behavior and Human Deci-
sion Processes, 41, 248-258.

Farh, J.L., Werbel, 1.D., & Bedeian, A.G. (1988). An empirical
investigation of self-appraisal-based evaluation. Person-
nel Psychology, 41, 141-156.

Findley, H.M., Amsler, G.M., & Ingram, E. (1999). Reengi-
necring the performance appraisal. National Productivity
Review, 19, 39-42.

Ghorpade, J. & Chen, M.M. (1995). Creating quality-driven
performance appraisal systems. Academy of Management
Executive, 9, 32-41.

Gosselin, A, & Murphy, K.R. (2001). L'échec de 1'évaluation
de la performance. In A. Gosselin & S. St-Onge (Eds.),
Gérer la performance au travail (pp. 8-44). Montréal:
Gestion, revue internationale de gestion.

Graber, J.M., Breisch, R.E., & Breisch, W.E. (1995). Perfor-
mance appraisals and Deming: A misunderstanding? In
D.G. Shaw, C.E. Schneier, R.W. Beatty, & L.S. Baird

159

HAINES ET AL.

(Eds.), Performance measurement, management, and
appraisal sourcebook (pp. 57-62). Amherst, MA: Human
Resource Development Press.

Grote, D. (19906). The complete guide to performance
appraisal. New York: AMACOM,

Guinn, K.A. (1992). Successfully integrating total quality and
performance appraisal. Human Resources Professional,
Spring, 19-25.

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

Hackman, J.R. & Wageman, R. (1995). Total quality managc-
ment: Empirical, conceptual, and practical issues. Admin-
istrative Science Quarterly, 40, 309-342.

Jackson, S.E., Schuler, R.S., & Rivero, J.C. (1989). Organiza-
tional characteristics as predictors of personnel practices.
Personnel Psychology, 42, T271-786.

Juran, J.M. (1989). Juran on leadership for quality: An execu-
tive handbook. Wilson, CT: Juran Institute.

Kerr, J.1.., & Jackofsky, E.F. (1989). Aligning managers with
strategics: Management development versus sclection.,
Strategic Management Journal, 10, 157-170.

Lam, S.S. & Schaubroeck, J. (1999). Total quality management
and performance appraisal: An cxperimental study of
process versus individual approaches. Journal of Organi-
zational Behavior, 20, 445-457.

Latham, G.P. & Wexley, K.N. (1981). Increasing productivity
through performance appraisal. Reading, MA: Addison-
Wesley.

Lawrence, PR, & Lorsch, J.W. (1967). Organization and envi-
ronment: Managing differentiation and integration.
Boston, MA: Harvard University, Graduate School of
Business Administration, Division of Rescarch.

Lowery, C.M., Beadles, N.A. I, & Carpenter, J.B. (2000).
TQM’s human resource component. Quality Progress, 33,
55-59.

Masterson, S.S. & Taylor, M.S. (1996). Total quality managc-
ment and performance appraisal: An integrative perspec-
tive. Journal of Quality Management, 1, 67-89.

Miles, R.E. & Snow, C.C. (1984). Designing strategic human
resources systems. Organizational Dynamics, Summer,
36-52.

Monks, K., Buckley, F., & Sinnot, A. (1996). Human resource
management in a quality context: Some Irish evidence.
Employee Relations, 19, 193-207.

Montemayor, E.E (1996). Congruence between pay policy and
competitive strategy in high-performing firms. Journal of
Management, 22, 889-908.

Murphy, K.R. & Cleveland, J.N. (1995). Understanding per-
Jormance appraisal: Social, organizational, and goal-
based perspectives. Thousand Oaks, CA: Sage.

Oakland, J.S. (1989). Total quality management. Oxford, UK:
Butterworth-Heinnemann.

Olian, J.D. & Rynes, S.L. (1991). Making total quality work:
Aligning organizational processes, performance mea-
sures, and stakcholders. Human Resource Management,
30, 303-333.

Peck, S.R. (1994). Exploring the link between organizational
strategy and the cmployment relationship: The role of

Canadian Journal of Administrative Sciences
Revue canadienne des sciences de I’administration
21(2), 146-161

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyanw.manaraa.com



PERFORMANCE MANAGEMENT DESIGN AND EFFECTIVENESS IN QUALITY-DRIVEN ORGANIZATIONS

human resources policy. Journal of Management Studies,
31, 715-735.

Pennings, J.M. (1992). Structural contingency theory: A reap-
praisal. Research in Organizational Behavior, 14, 267-
309.

Redman, T. & Mathews, B.P. (1998). Service quality and
human resource management: A review and research
agenda. Personnel Review, 27, 57-77.

Scholtes, P.R. (1993). Total quality or performance appraisal:
Choose one. National Productivity Review, Summer, 349-
363.

Schonberger, R.J. (1994). Human resource management
lessons from a decade of total quality management and
reegineering. California Management Review, Summer,
109-123.

Schuler, R.S., Galante, S.P,, & Jackson, S.E. (1987). Matching
effective HR practices with competitive strategy. Person-
nel, September, 18-27.

Schuler, R.S. & Jackson, S.E. (1987). Linking competitive
strategies with human resource management practices.
Academy of Management Executive, 1, 207-220.

Schuler R.S. & Jackson, S.E. (1988). Linking remuneration
practices to innovation as a competitive strategy. Human
Resource Management Australia, 10, 6-21.

Simmons, D.E., Shadur, M.A., & Preston, A.P. (1995). Inte-
grating TQM and HRM. Employee Relations, 17, 75-86.

Sousa, R. & Voss, C.A. (2002). Quality management re-visit-
ed: A reflective review and agenda for future research.
Journal of Operations Management, 20, 91-109.

160

HAINES ET AL.

Terpstra, D.E. & Rozell, E.J. (1993). The relationship of
staffing practices to organizational level measures of per-
formance. Personnel Psychology, 46, 27-48.

Ulrich, D. (1993). A new HR mission: Guiding the quality
mindset. HRMagazine, December, 51-54.

Venkatraman, N. (1989). The concept of fit in strategy
rescarch, Toward verbal and statistical correspondence.
Academy of Management Review, 14, 423-444,

Waldman, D.A. (1994a). Designing performance management
systems for total quality implementation. Journal of
Organizational Change, 7, 31-44.

Waldman, D.A. (1994b). The contributions of total quality
management to a theory of work performance. Academy
of Management Review, 19, 510-536.

Waldman, D.A. & Kenett, R.S. (1990). Improve performance
by appraisal. HRMagazine, July, 66-69.

Walton, M. (1986). The Deming management method. New
York: Perigee Books.

Woodward, J. (1965). Industrial organization: Theory and
practice. Oxford: Oxford University Press.

Wright, PM., & Snell, S.A. (1998). Toward a unifying frame-
work for exploring fit and flexibility in strategic human
resource management. Academy of Management Review,
23,756-772.

Youndt, M.A., Snell, S.A., Dean, J.W, Jr., & Lepak, D.P.
(1996). Human resource management, manufacturing
strategy and firm performance. Academy of Management
Journal, 39, 836-866.

Canadian Journal of Administrative Sciences
Revue canadienne des sciences de I’administration
21(2), 146-161

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyanw.manaraa.com




PERFORMANCE MANAGEMENT DESIGN AND EFFECTIVENESS IN QUALITY-DRIVEN ORGANIZATIONS HAINES ET AlL..

Appendix A
Seven-item quality index

Scale M SD

1. How important is maintaining a tradition of quality to your organization’s competitive

strategy?

[

competitive strategy?

o

organization?

o

sustained effort to satisfy them.

19

work on client satisfaction?

<

Where does your organization

=

stand in terms of its quality management?

Does your organization have a quality certification?

1-5 4.19  0.90

How important is improving coordination with suppliers and clients to your organization’s

1-5 378  1.05

How important a business priority is improving the quality of products or services to your

1-5 422 0.80

In my organization, customers are a priority and employees are expected to provide a

1-5 4.13 0.79

How often does your management team help employees understand the influence of their

1-5 3.10  1.08
1-5 330  1.05
0-1 0.40 049

Appendix B
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