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WOORD VOORAF  

 

Na twee masteropleidingen en dus ook twee masterproeven had ik de smaak te pakken en leek een doctoraat schrijven 

mij een leuke uitdaging. Waar vele medestudenten het schrijven van een thesis tot een ware hel ervaarden, haalde ik hier 

plezier uit en onder het mom ‘zo erg kan het toch niet zijn’ begon ik met veel moed aan dit doctoraatstraject. Deze keer 

bleek de mythe dan toch ook voor mij te kloppen. Een doctoraat schrijven is zwaar. De uitdaging zat hem in verschillende, 

soms onverwachte, hoekjes: het uitwerken van een theoretisch model, de link begrijpen tussen academisch onderzoek en 

de realiteit, data kunnen verzamelen, voldoende zelfvertrouwen krijgen in een topic waar je jezelf nog maar een leek in 

voelt, je kunnen weren in een kritische werkomgeving en de immense persoonlijke verantwoordelijkheid dat je voelt om 

jouw eigen doctoraat te laten slagen. Opgeven heeft gelukkig nooit in mijn woordenboek gestaan en ook nu kan ik met 

trots dit doctoraat neerleggen. Toch kwam dit doctoraat niet alleen tot stand en zou ik zonder de hulp van vele mensen 

nooit tot deze fase zijn geraakt. Deze mensen wil ik graag in dit dankwoord bedanken.  

Het dankwoord was het enigste waar ik steeds naar uit had gekeken om neer te schrijven. Doorheen de jaren schreef ik 

enkele zinnen neer in mijn hoofd bij een opkomend gevoel van dankbaarheid. Beter had ik ze ook daadwerkelijk 

neergeschreven, want nu het moment zo ver is blijkt het toch moeilijk om iedereen gepast te bedanken. Bij het 

neerschrijven van dit onderdeel ondervind ik vooral een onmogelijkheid om mijn dankbaarheid gepast te verwoorden. Bij 

deze doe ik dan toch maar een poging, maar hou in het achterhoofd dat mijn dankbaarheid veel groter kan zijn dan in 

woorden weergegeven.  

 

Eerst dien ik de mensen te bedanken die mij een kans hebben gegeven om aan dit doctoraat te beginnen: mijn promotor 

Alex en copromotor Adelien. Alex, dank je om vanaf de eerste kennismaking in mij te geloven. Doorheen de jaren gaf je 

me veel vrijheid waardoor ik zelf mijn doctoraatstraject heb kunnen uitstippelen. Je hecht ook veel belang aan de waarde 

van onderzoek voor de praktijk, waardoor mijn doctoraat ook een mooie praktijkgerichte insteek kent. Ook wil ik je 

bedanken voor je onvoorwaardelijke beschikbaarheid. Ik kon steeds bij jou binnenvallen op bureau. Dank daarvoor! 

Adelien, je nam je taak als copromotor op alsof je de promotor was! Ik kon bij jou terecht voor feedback die me steeds 

aan het denken zette. Je bent een onderzoeker die heel erg goed de theorie combineert met de praktijk. Ik heb dan ook 

enorm veel van je geleerd. Dank je om tijd te nemen om met mij samen te zitten in elke fase van onderzoek, zoals bij het 

ontwikkelen van een theoretisch kader, het opstellen van een vragenlijst en het uitschrijven van papers. Jouw hulp en 

outputgerichte begeleiding heeft tot een doctoraat geleid met reeds enkele publicaties. Dit was nooit gelukt zonder jouw 

begeleiding! Heel erg bedankt! Ik vind je een fantastische vrouw die tussen de absurde lachbuien door enorm kan 

presteren en ik kijk op naar hoe jij het plezier dat je haalt uit je werk combineert met je kleine Jeanne.  

En als je Adelien zegt, zeg je ook Mieke. Een topduo dat bewijst dat ook in een competitieve omgeving zoals de 

academische wereld, samenwerking loont. Samenwerking is iets waar mijn hart naartoe ging in mijn onderzoek, maar dat 
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ik via jullie ook zelf heb kunnen ervaren. Jullie zijn een geoliede machine die als een soort wervelwind de ene publicatie 

na de andere binnenhaalt. Door jullie kan de academische wereld zo simpel lijken, maar dat is het zeker niet! Mieke, ik 

kan je niet voldoende bedanken voor wat je voor mij over de jaren heen hebt betekend. Hoewel je officieel geen 

promotor of copromotor was, was je begeleiding en ondersteuning minstens evenwaardig. Bij de eerste kennismaking 

kreeg ik via jouw enthousiasme direct energie om er in te vliegen. Vanaf het prille begin tot het bittere einde was je erbij 

om feedback te geven en mijn onderzoek en papers tot een hoger niveau te tillen. Ook dacht je steeds aan mij bij 

zijprojectjes en gaf je mij opportuniteiten die mee vorm hebben gegeven aan mijn doctoraatstraject! Heel erg bedankt 

om in mij te geloven en me kansen te geven die me verder op weg hebben gezet! Ook je eerlijkheid heb ik altijd 

gewaardeerd, ongelooflijk bedankt hiervoor! Je bent een topacademica die een prachtige carrière aan het uitzetten is. De 

doctoraatstudenten die je verder nog zal begeleiden mogen van een ongelooflijk geluk spreken dat ze jou als promotor 

hebben! 

Vervolgens ben ik ook erg veel dank verschuldigd aan mijn begeleidingscommissie, waarvan prof. dr. J. Paauwe deel 

uitmaakte. Jaarlijks nam je de moeite om mijn voortgang te evalueren en hier zeer gericht feedback op te geven. Deze 

momenten waren van onschatbare waarde om verder in de goede richting te kunnen evolueren. Je bracht vaak aspecten 

onder de aandacht waaraan ikzelf nog niet had gedacht en zorgde ervoor dat ik steeds kritisch naar mijn eigen 

onderzoek bleef kijken. Ook heel erg bedankt om mij samen met de Tilburg University groep op te vangen tijdens de 

Academy of Management in Chicago en mij de kans te bieden om een hoofdstuk te schrijven over jouw ‘Contextually 

based HRM theory’ in het boek ‘Canon van HRM’. Heel erg bedankt!  

I would also like to thank the exam committee. Riccardo Peccei,  already during my first conference in Seville in 2014, I 

had the pleasure to meet you. I still remember the conversations we had. Your kindness never changed during the 

following conferences and I really appreciate that you always took the time to catch up with me and my research. I 

would also like to thank you for your feedback on my paper about leadership and performance management (chapter 4 

of this dissertation) when the paper was still in an earlier stage. Even though you had already a busy schedule with the 

internal defense of Thomas and the preparations for an economic seminar for our faculty, you still took the time to read 

this manuscript. Your feedback made it a more interesting research. Also, thank you very much to come over to Belgium 

and be present during my internal defense. I strongly appreciate all the effort you have put in reading my dissertation, 

providing valuable feedback and asking interesting questions. This encouraged me to keep a critical eye on my 

dissertation and I found it a really learning experience to discuss the answers on these questions with you. 

Ook Marleen Easton wens ik uitdrukkelijk te bedanken om te willen zetelen in mijn examencommissie. Altijd begroet je 

mij met een mooie, grote glimlach. Toen mijn doctoraat in de richting evolueerde van teamwerk bij de politie, dacht ik 

ook onmiddellijk aan jou om in de examencommissie te zetelen. Ik vermoedde namelijk dat jouw invalshoek en kennis 

over de context mijn doctoraat kon verrijken en deze vermoedens werden waarheid. Ook jouw vragen zetten mij aan het 

denken, deze keer vanuit een meer sociologisch contextuele invalshoek, waarmee ik mijn eigen denkbeeld heb kunnen 
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verruimen. Daarvoor wil ik je heel graag bedanken. Tenslotte, ben ik je ook dankbaar om de moeite te nemen om mijn 

doctoraat onder de aandacht te brengen bij jouw zeer waardevolle contactpersonen. Ik apprecieer dit enorm!  

Dit onderzoek had ook nooit mogelijk geweest zonder de steun van de talrijke diensten bij de politie. Door hun geloof in 

dit onderwerp en het belang ervan voor de politie, was ik in staat om voldoende data te verzamelen om de verschillende 

studies van dit doctoraat uit te voeren. Eerst en vooral dien ik hierbij de toenmalige commissaris-generaal te bedanken, 

Catherine De Bolle, die toestemming gaf om zowel het kwantitatieve als het kwalitatieve luik uit te voeren bij de 

Federale Gerechtelijke Politie. De grootschalige bevraging mocht ook opgestart worden bij de lokale politiezones, 

waarvoor ik dank aan de Vaste Commissie verschuldigd ben. Eenmaal toestemming van hoger af, waren ook de 

verschillende gedeconcentreerde federale gerechtelijke directies en geïnteresseerde politiezones zeer behulpzaam bij 

het uitwerken van dit onderzoek. 

Daarnaast zijn er ook de collega’s van de UGent waaraan ik mijn dankbaarheid wil uiten. Sebastiaan, heel erg bedankt om 

mijn voorzitter te zijn tijdens de interne verdediging. Je hebt dit mede met de jury tot een aangename ervaring gemaakt. 

Greet, heel erg bedankt om van in het begin interesse in mijn onderzoek en in mijn persoon te tonen. Ik heb genoten van 

onze congressen samen, onze formele en informele meetings op het werk en de uitnodigingen bij je thuis. Jouw twee 

kindjes, Daantje en Anna, hebben ook een beetje mijn hart gestolen.  

Daarnaast heb ik vooral veel liefde en leed gedeeld met mijn eigen “peers”, zowel de anciens als de newbies, zowel op 

Mercator als op de Hoveniersberg op het eerste, tweede en derde verdiep. Viktorien, jij was er bijna van het eerste 

moment bij en jouw enthousiasme en nuchterheid waren echt een belangrijke relativerende factor in de eerste jaren van 

mijn doctoraat. We hadden allebei samen, maar toch apart, dezelfde moeilijkheden, waardoor we elkaar erg goed 

begrepen! Het was super om met jou te mogen werken en ik hoop dat ik even goed terecht kan komen als waar jij nu zit! 

Tine Claeys, hoewel je al eventjes weg bent van onze onderzoeksgroep, zijn we contact blijven houden en ik vind het 

super om je van verloofd naar getrouwd en mama van twee kindjes te zien evolueren. Je doet dat fantastisch op je eigen 

zalige manier! Ook de collega’s die achtergebleven zijn op mercator wil ik graag bedanken voor de mooie tijden, in het 

bijzonder Vanessa, Evelien, Daphne, Annelies, Wouter, Ben, Bram en David. Jullie maakten de koffiepauzes en lunchpauzes 

nog altijd nét iets leuker. Vanessa, gesprekken met jou heb ik altijd heel betekenisvol en verrijkend gevonden, zowel deze 

die meer over het werk als deze die over privé zaken gingen. Ik vind je echt een topvrouw en ik heb zo het gevoel dat we 

wel nog van jou gaan horen! 

Ook zij die nog steeds mijn collega’s zijn en/of de verhuis (of verhuizen) naar de Hoveniersberg hebben overleefd wil ik 

graag bedanken: Kenn waar ik altijd voor statistiek bij terecht kan, Robin met de vele weetjes, Anouk die altijd even 

enthousiast is wanneer ze naar Gent afzakt, Victoria die altijd zéér geïnteresseerd was in mij en die ik nu heel veel geluk 

wens in haar eigen doctoraat, Jolien Muylaert die aan een superreis in het doctoraatsproces is begonnen en Jolien 

Stremersch die naast het doctoreren nog de tijd vindt om de zotste sportprestaties voor het goede doel neer te zetten. 

Vitri, Ebru and Hira, it was really fun to get to know you! It is a fun experience to have colleagues with another cultural 

background! Ook de collega’s van op de tweede verdieping wil ik bedanken voor het goede ontvangst en de aangename 
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sfeer dat jullie onmiddellijk voor ons hebben gecreëerd. In het bijzonder Mirjam, Laurence, Laura en Kaat om me op te 

vangen tijdens de Academy of Management in Chicago. Hetzelfde mochten we opnieuw meemaken toen we verhuisden 

naar het derde verdiep. Ook daar werden we met open armen ontvangen en leerden we weer vele nieuwe collega’s 

kennen. Ook het Socio-team ben ik erg dankbaar om samen ook iets totaal anders te kunnen doen op het werk: Eva, Elke, 

Jasmien, Ward, Jolien, Inge, Eline en Lana, jullie zijn stuk voor stuk toppers met een hart voor de FEB!  

Marieke, het was echt een heel leuke ervaring om de laatste maanden lief en leed met elkaar te delen bij het afronden 

van ons doctoraat. Samen konden we aan onze laatste loodjes werken en de administratieve rompslomp oplossen! Ik 

wens je heel veel succes met je externe verdediging, maar vooral in je verdere carrière. Ik ben er van overtuigd dat je 

ergens super terecht zal komen waar je de uitdaging zal vinden die je al zo lang zoekt!  

Sara, mijn grootste buddy hier op het werk! Zonder jou was het niet half zo leuk geweest! Toen je liet weten dat je graag 

een doctoraat wou schrijven, heb ik geen seconde getwijfeld om de vacatures bij ons door te sturen! Een jaartje na mij 

kon je dan ook beginnen aan jouw doctoraat. Sindsdien hebben we héél veel mooie momenten meegemaakt. Ik zal ons 

tripje naar Jeruzalem en Tel Aviv, onze marathon van “13 reasons why”, de sleurtocht van de wereldwinkel, de 

onproductieve vrijdagnamiddagen, de valpartijen met de fiets, de trouw van Tiny, de OAP recepties en de afterworks 

samen nooit vergeten. Ze hebben allemaal bijgedragen aan de nodige ontspanning. Ook wanneer het niet zo vlotjes ging, 

was je er om me te troosten en weer moed in te praten! Dus, heel erg bedankt om er te zijn bij de leukste en de minst 

leuke momenten van dit doctoraat! Ik wens je veel succes met het afronden van je eigen doctoraat en al je projectjes 

ernaast! Hoe jij alles gedaan krijgt is echt bewonderingswaardig! 

Gelukkig kon ik ook mijn work-life balans wat in evenwicht houden, zodat ik steeds de energie kon vinden om aan het 

doctoraat te werken. Deze energie haalde ik uit de vele momenten met vrienden. De LCO-buddies, Saskia, Sofie en Davina, 

ken ik al van (voor) de puberteit en ik vind het dan ook fantastisch om jullie allemaal jullie eigen weg in het leven te zien 

zoeken en vinden. Het is een voorrecht om zo een goede vriendinnen te hebben die er altijd zullen zijn, dank jullie wel! 

Ook in mijn studentenjaren heb ik fantastische vriendschappen gesmeed. Jokke, Jukke en Sokke, onze 

gemeenschappelijke interesse in eten, drinken en reizen bracht ons bij elkaar en houdt ons bij elkaar! Jokke en Jukke, 

heel erg bedankt om een niet zo leuke taak op jullie te nemen en de laatste versies van dit doctoraat na te lezen! Jokkie, 

de zwempartijen van het laatste jaar waren altijd een super ontspanning voor mij, dat gaan we blijven doen, he! Jullie 

zijn alle drie topvrouwen waarop ik heel fier ben om mee bevriend te zijn! Ook in bedrijfseconomie leerde ik enkele 

toppers kennen, Gudrun, Shari, Charlotte, Tieme, Joachim en Christoph, het is super leuk om ieder zijn eigen weg te zien 

gaan en elkaar hiervan nog regelmatig op de hoogte te houden!  

Bij het “life”-deeltje hoort uiteraard ook de familie. Mama en papa, heel erg bedankt om mij elke kans te geven in het 

leven. Ik mocht elke studie volgen dat ik wou en kan zo mijn eigen weg zoeken in het leven, dit is een voorrecht en 

hiervoor ben ik jullie dan ook enorm dankbaar! Mama, papa en Elke, jullie waren al superfier voordat ik nog maar één dag 

gewerkt had aan het doctoraat. Deze onvoorwaardelijke steun betekent enorm veel voor mij!  Ook jullie kaartjes en 

kaarsjes op belangrijke sleutelmomenten (de start, de interne verdediging, mijn eerste presentatie,…) heb ik altijd erg 
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geapprecieerd, heel erg bedankt daarvoor! Daarnaast waren ook de prachtige reizen, groot en klein, die jullie ons gaven 

een welgekomen afwisseling van het werk! Ook de schoonfamilie is er al van bij het prille begin bij, Dees, Fab, Anouk en 

Tim! Merci voor de gezellige avonden ten huize Beelies en de mooie reizen dat we samen hebben mogen maken! 

Tenslotte wil ik jullie allemaal ook erg bedanken voor de steun tijdens onze verbouwing. Dit maakte het veel makkelijker 

om te combineren met een doctoraat, heel erg bedankt hiervoor! 

Papa, als het voor iemand geldt dat ik mijn dankbaarheid niet onder woorden kan brengen of neerschrijven, dan is het 

wel voor jou! Oprecht en heel gemeend ben ik ervan overtuigd dat zonder jouw hulp dit doctoraat en ikzelf er nooit 

hadden gestaan zoals het/ik er nu sta! Je deelde onvoorwaardelijk al de mogelijke contacten dat je zelf over de jaren had 

opgebouwd om me op elke mogelijke manier verder te helpen in dit doctoraat. De mensen leren kennen waar jij zolang 

mee hebt gewerkt, was een unieke en erg waardevolle ervaring voor mij! Wat zij nog voor jou willen doen en hoe lovend 

ze telkens over je zijn, toont aan dat jij een leidinggevende was waar iedereen van droomt en de inzichten uit mijn 

doctoraat al lang eigen hebt gemaakt. Je stond ook altijd klaar om eender welke tekst, e-mail, bevraging en 

voorbereiding met mij te overlopen en na te kijken. Het kleinste detail nam je onder de loep, iets wat ik erg nodig had! 

Het vertalen van de verschillende rapporten en vragenlijsten naar het Frans waren een erg tijdrovende opgave, maar ook 

dit vond je allemaal vanzelfsprekend om te doen. Dat is het echter zeker niet en ik kan je dan ook niet genoeg bedanken 

om dit allemaal voor mij te doen! Dit is misschien ook een goed moment om terug te komen op het onderschepte sms’je 

waarin ik mijn bezorgdheid voor je inmenging uitte. Deze bezorgdheid bleek namelijk helemaal niet terecht te zijn! Je 

gaf me juist de feedback die ik zo nodig had en een goed beeld van hoe alles werkt bij de politie. Dus dank je wel voor 

ALLES, papa!  

Dan rest me nog mijn compagnon de route te bedanken. Niels, Bino, schattie, ook jij bent er al bij van het prille begin van 

dit doctoraat en lang ervoor. Je hebt elke fase ervan levendig vanop de eerste rij “mogen” meemaken. Je was blij 

wanneer het goed ging en je was er vooral wanneer het soms allemaal net iets te veel werd. In elke situatie waren het 

vooral je relativerende woorden die me hielpen om verder te zetten. Dus dat ik dit doctoraat momenteel aan het 

afronden ben, heb ik grotendeels ook aan jou te danken! Ik bewonder hoe kalm en onbezorgd je in situaties kan blijven, 

iets waar ik soms wat van zou kunnen gebruiken. Ik wil je ook bedanken om samen met mij te groeien in het leven en om 

vaak vanuit een heel andere invalshoek toch steeds dezelfde waarden en normen uit te dragen. Dit doctoraat rond ik met 

veel plezier af om aan een nieuw hoofdstuk te beginnen, maar mijn leven met jou mag tot in de eeuwigheid voortduren!   
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NEDERLANDSTALIGE SAMENVATTING  

Het management van de Belgische politie kent interessante tijden. Zoals elke publieke instelling, is ook de 

politie beïnvloed door het nieuwe paradigma van New Public Management (NPM) dat meer verantwoording 

voor het gebruik van publieke middelen oplegt. NPM kent als opzet om publieke organisaties efficiënter en 

effectiever te laten functioneren, door onder meer managementpraktijken uit de private sector te 

introduceren. Bij de Belgische politie ging NPM eveneens gepaard met structureel vergaande hervormingen om 

het verdeelde landschap van politiediensten tot een samenwerkend geheel te herleiden. Daarnaast wordt de 

politie ook geconfronteerd met de opmars van gemeenschapsgerichte politiezorg, wat leidt tot een intensiever 

partnerschap met de burgers.  

Dit doctoraat onderzoekt hoe medewerkers binnen deze veranderde politie context kunnen worden 

aangestuurd, opgevolgd en geëvalueerd door middel van performance management om gewenste resultaten 

te behalen. Omdat deze dissertatie een sterke nadruk legt op de context waarin performance management 

wordt toegepast en omdat er nog maar weinig onderzoek in een politie context beschikbaar is, startte dit 

doctoraat met een exploratieve studie. Deze kwalitatieve studie gaf ons een duidelijk beeld van de toepassing 

van performance management binnen de Belgische politie, alsook van het belang van bepaalde uitkomsten in 

deze context, zoals helpend gedrag tussen collega’s, meer coördinatie tussen collega’s en het gevaar van 

stress gerelateerde spanning op het werk. De kennis vergaard in deze exploratieve studie komt terug in de 

verschillende hoofdstukken van dit doctoraat. 

Het eerste empirische hoofdstuk (Chapter 2) focust op het welzijn van politiemedewerkers. 

Politiemedewerkers komen in aanraking met stresserende en levensbedreigende werksituaties, wat hun 

welzijn onder druk zet. Het is bekend dat HRM activiteiten niet steeds bijdragen tot het welzijn van 

medewerkers en dit kan ook voor performance management het geval zijn. Performance management 

introduceert het belang van het behalen van doelstellingen en resultaten, wat medewerkers als extra druk 

kunnen ervaren, met mogelijk negatieve gevolgen. Deze studie vindt echter een positief effect op het welzijn 

van politieagenten, onder voorwaarde dat performance management consistent dezelfde aspecten evalueert 

als eerder bepaald. Dit leidt tot een grotere tevredenheid over de evaluatieprocedure en zo tot meer 

werktevredenheid en minder spanning op het werk. 

De drie andere hoofdstukken gaan in op een andere belangrijke uitkomst voor de politie: een goede 

teamwerking. Teams zijn erg belangrijk bij de politie, omdat enkel door samenwerking de complexe en 

onverwachte gebeurtenissen opgelost kunnen worden en medewerkers elkaars veiligheid dienen te 

garanderen. Geïnspireerd door ons verkennend onderzoek, focussen we op drie specifieke teamuitkomsten. 
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Eén onderzoek (Chapter 3) kijkt naar hoe een politiemedewerker beter gaat communiceren en relaties 

onderhouden met andere teamgenoten (relational coordination) onder invloed van performance management. 

De resultaten geven aan dat performance management relational coordination positief beïnvloedt als het 

inhoudelijk ingaat op hoe het individu functioneert in het team én deze boodschap ook duidelijk, helder en 

relevant (i.e. onderscheidend) overbrengt. Daarnaast merken we ook op dat het onderscheidend vermogen van 

performance management significant beïnvloedt hoe verantwoordelijk medewerkers zich voelen voor de 

teamdoelstellingen, wat vervolgens ook aanzet tot betere relaties met de andere teamleden. 

In het volgende onderzoek (Chapter 4) wordt onderzocht onder welke voorwaarden performance management 

bijdraagt tot helpgedrag in politieteams. De resultaten tonen aan dat een consistente, onderscheidende en 

eerlijke toepassing van performance management beïnvloedt hoe een team een gezamenlijk beeld krijgt over 

performance management en dit significant bijdraagt tot meer helpend gedrag in een team. Uit de resultaten 

blijkt ook dat performance management gemiddeld genomen vaker zo wordt toegepast door een 

transformationele leider of door een transactionele leider die sterk focust op het bepalen van verwachtingen 

voor medewerkers en deze verwachtingen opvolgen en belonen indien bereikt. 

Tenslotte focust het vijfde hoofdstuk (Chapter 5) op de mate dat bepaalde eigenschappen van performance 

management teameffectiviteit beïnvloeden en hoe deze relaties beïnvloed worden door de omgeving waarin 

politieteams werken. De resultaten leggen verrassende mechanismes bloot. Zo blijkt dat constructieve 

feedback en een afstemming met strategische doelstellingen steeds een positief effect hebben op de 

effectiviteit van politieteams, maar dat deze effecten verzwakken in teams die werken in een extremere 

omgeving. Daarnaast blijkt dat een consistente toepassing van performance management een positief effect 

genereert voor teams in extreme omgevingen, maar niet in minder extreme omgevingen. Wanneer 

performance management uitgevoerd wordt als een tweerichtingsgesprek is dit voordelig voor teams in 

extreme omgevingen, maar negatief voor de teameffectiviteit in weinig extreme werkomgevingen van de 

politie.  
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ENGLISCH SUMMARY  

Management in policing is confronted by challenging changes. Like every public organization, police forces are 

confronted by the new paradigm of New Public Management (NPM) that increases accountability for public 

resources. NPM has the purpose to let public organizations perform efficiently and effectively by introducing a 

results-driven management inspired by the private sector. In the Belgium Police Force, NPM merged 

simultaneously with severe organizational reforms to turn the scattered landscape of different police 

departments into a collaborative whole. In addition, police forces have been confronted by the rise of 

community-oriented policing  that implies an intensive partnership with citizens.  

This dissertation examines how employees are managed by performance management under these changing 

work conditions. Because of the strong emphasis on context and because there is a lack of research about 

performance management in policing, this dissertation started with an exploratory research stage. This 

research stage is based on qualitative data from the Belgian Police Force that provided a clear picture of 

performance management implementation and the Human Resource (HR)-outcomes that are important in this 

work environment, such as helping behaviour, relational coordination and strain. As such, the knowledge 

gained in this exploratory study influenced each chapter of the dissertation.  

The first empirical chapter (Chapter 2) focuses on well-being of police officers. Police officers are confronted 

with stressful, highly demanding and life-threatening situations, that puts a lot of pressure on the well-being 

of these employees. It is well-known that HR practices do not always contribute to employee well-being, which 

may also be the case for performance management. Performance management introduces goals that are 

monitored and evaluated after a certain amount of time. This can be perceived as an extra demand by 

employees. As such, performance management creates the risk of further jeopardizing employee well-being. 

Chapter two finds a positive effect of performance management on police officers’ well-being, under the 

condition that performance management evaluation is preceded by performance management planning. 

Combining setting goals with holding employees accountable on the same aspects leads to higher satisfaction 

with performance management, ultimately fostering job satisfaction and lowering levels of strain among 

police officers.  

The other three empirical chapters of this dissertation are linked to another HR-related outcome important in 

policing: effective teamwork. Teams are very important in policing, because only by working together complex 

and unexpected events can be solved. Colleagues also need to protect each other’s safety when they are on a 

dangerous intervention. Inspired by our exploratory research stage, three specific team-related HR outcomes 

are targeted. 
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One study (Chapter 3) examines how a police officer communicates and maintains relationships with other 

team members, i.e., relational coordination, and whether this is affected by performance management. The 

results of this study indicate that performance management positively affects relational coordination when its 

content is related to behaviour or attitudes in the team and when performance management is perceived as 

relevant and implemented clearly and understandable (i.e., performance management distinctiveness). The 

study also reveals that performance management distinctiveness has a positive effect on an employee’s 

perceived responsibility for team objectives, which indirectly relates to higher levels of relational coordination. 

The next study (Chapter 4) examines the conditions under which performance management contributes to 

helping behaviour in police teams. The results indicate that a consistent, distinctive performance management 

system implemented with consensus positively affects shared perceptions on performance management in a 

team, ultimately leading to more helping behaviour. In addition, the study also indicates that such 

performance management system strength is, on average, more likely to be preceded by a transformational 

leader and a transactional leader that contingently reinforces the team.  

The final study (Chapter 5) focuses on specific features of performance management that emerged during the 

first exploratory research stage in relation to team effectiveness and explores how these relationships are 

influenced by the work environment. The results reveal interesting mechanisms. Performance management 

constructive feedback and the alignment of individual to higher level objectives are found to be positively 

related to team effectiveness, but this effect is weakened in highly extreme work environments. In addition, a 

consistent implementation of performance management is found to positively relate to team effectiveness in 

highly extreme environments, but not in low extreme environments. Finally, when performance management 

is performed as a true two-way conversation this is beneficial for team effectiveness in highly extreme 

environments, but negatively related to team effectiveness in low extreme work environments.  
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1. CHAPTER 1: GENERAL INTRODUCTION 
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- 

“Hercule Poirot works as an inspector at a local Police Force in London. He works in a team that is responsible 

for solving or preventing homicides. Therefore, Hercule regularly needs to cooperate with his team to discuss a 

strategy and exchange information. He also needs to trust the team when an intervention gets tricky. His 

supervisor manages Hercule and the team by following the formal performance management procedure 

installed by the central HR department of the English Police Force. The supervisor focuses on Hercule’s overly 

strong preference for symmetry, order and method. Without any further discussion, his supervisor directs 

Hercule to become more flexible. Why this may affect the overall team or police force, remains undiscussed, as 

well as how Hercule will be further monitored and evaluated on this matter.  

For two long years, nothing happens. When it is time for Hercule’s evaluation, his supervisor does not 

remember the need for more flexibility from Hercule but focuses on Hercule’s, sometimes unethical, methods 

to solve murders.  

 

Sherlock Holmes works at a different police force, also in London. He is confronted with the same management 

system. Sherlock’s supervisor first indicates what he did good the previous two years and where there is room 

for improvement. They agree that Sherlock should provide more information to his team, i.e. Dr Watson and 

inspector Lestrade, and listen more to them. The supervisor emphasizes that this will increase the overall team 

performance, because information will be shared more fluently.  

Sherlock gets some help in accomplishing this behavioural objective and he is regularly reminded of the 

importance of exchanging information. After two years, Sherlock and his supervisor converse about how 

Sherlock improved in listening and sharing information.” 

- 
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1.1. INTRODUCTION  

The performance management system with which Hercule Poirot and Sherlock Holmes are confronted, is rather 

new in the landscape of policing. Performance management has been installed due to several global changes 

in public organizations (Butterfield, Edwards, & Woodall, 2004). Since the late 1970s, and with a significant 

peak in the 1990s, public organizations in OECD countries have been confronted with reforms to promote more 

management, consumerism and competition (Walker, Jung, & Boyne, 2013). Public organizations have needed 

to evolve from bureaucratic entities to more accountable, efficient and less centralized organizations. This led 

to several initiatives, such as the privatization of public utilities, new styles of governance, organizational 

culture changes and a decentralization of management accompanied by a controlling system of performance-

based funding (Walker, Boyne, & Brewer, 2010).  

These initiatives and reforms are grouped under the umbrella term of New Public Management (NPM). In 

general, the NPM reforms represent a rhetoric of quality, a consumer-focused approach and a heavy emphasis 

on performance instead of procedures (Walker & Boyne, 2006; Walker et al., 2013). An important aspect of NPM 

is making every level in the organization more accountable. This has been operationalized by introducing 

several management practices, such as staff appraisal systems, performance reviews, the development of 

generic tables of performance indicators, quality standards and total quality management (Brehony, 2008).  

 

1.2. CHANGES AT THE POLICE FORCE 

NPM was later introduced in police forces than in most other public organizations, such as in education or 

health care, resulting in less overall scholarly attention being paid to this domain (Butterfield et al., 2004). The 

delay in implementing NPM principles in police forces can be explained by the fact that policing is one of the 

areas of the public sector in which the introduction of NPM has caused the most dilemmas and difficulties 

(Butterfield et al., 2004; Butterfield, Edwards, & Woodall, 2005). First, police forces have a long tradition of 

hierarchical structures that are less flexible when confronted with extensive changes. Second, there is a high 

level of discretionary room in every layer of the organization (Lipsky, 2010). Police officers on the street have 

the autonomy to react and take action on the spot in their own way. For instance, when a police officer crosses 

a cyclist at night without a bicycle light, the officer can decide to stop the cyclist and give a fine, give a warning 

or ignore the situation and let the cyclist pass by. Third, policing is unique because of its social isolation from 

the public at large (Butterfield et al., 2004). Police officers operate in a unique atmosphere in which they 

enforce the law for the safety and protection of citizens, by sometimes simultaneously reprimanding these 

citizens. These unique characteristics of police forces complicated the introduction of NPM. Only from the 
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1980s onwards were police forces slowly introduced to practices linked to NPM, such as the measurement of 

criminality statistics to understand better the performance of police forces or the introduction of 

management-by-objectives.  

NPM emerged simultaneously with the call for more community-oriented policing (Easton & Ponsaers, 2010). 

By reconnecting more to the community, community-oriented policing represents a philosophy of a proactive, 

decentralized strategy to reduce crime, disorder or the fear of crime. Basically, community-oriented policing 

involves controlling crime through partnership and interconnection with the community itself (Haberfeld, 

Walancik, & Uydess, 2002). In the Belgian Police Force, this philosophy is translated into five pillars that 

capture the essence on how police officers should conduct themselves on their job. These pillars are: an 

external orientation towards society, a problem-solving attitude, accountability for actions, partnership and a 

skilful involvement in their function (Excellente politiezorg, n.d.). Despite the good intentions of community 

policing to try and create a relationship between citizens and police officers (Williams, Christensen, LePere-

Schloop, & Silk, 2015), it remains a difficult balance to enforce the law and simultaneously help citizens in the 

work climate of policing (Easton & Ponsaers, 2010).  

At the Belgian Police, the NPM reforms were accompanied by reforms in the overall structure of the police 

force. A few major crime events in Belgium in the 1980s and 1990s - such as the terrorist attacks of the 

‘Cellules Communistes Combattantes’, the case of M. Dutroux who kidnapped and murdered several young 

children and the ‘Bende van Nijvel’ sowing terror in multiple supermarkets - revealed significant mistakes by 

the Belgian Police due to a malfunctioning organizational structure. This caused a series of reforms in the 

Belgian Police Force. One milestone was the Octopusagreement of June 1998 that reformed the dispersed 

landscape of several departments and specialities into a two-tier structured and integrated police force at the 

local and federal level (Bruggeman, Devroe, & Easton, 2010). Hence, simultaneously with the difficulties 

associated with NPM reforms and community-oriented policing, the Belgian Police needed to cope with a 

dramatic change in its general structure as well. 

These reforms also affected the human resource (HR) policies of police forces, which were considered one of 

the most delicate reforms (Bruggeman et al., 2010). The daily work routines of Belgian police officers changed 

severely. Employees’ tasks increased, as they additionally needed to carry out community-oriented 

preventative tasks, such as increased collaboration with social service agencies to locate social problems 

causing crime, and had to implement new intelligent police methods (Metcalfe, 2001). Under the influence of 

NPM, police officers also became more accountable for their own actions (Butterfield et al., 2004; Mann, 2017), 

resources were allocated in different ways and the system for promoting employees changed (Bruggeman et 

al., 2010). In Belgium, the promotion of police officers became dependent on the two previous evaluations of 
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the employee (Bruggeman et al., 2010). These reforms also meant a significant change in the HR function in 

the police forces. The HR function changed from an administrative matter to a strategic organ of the 

organizations. HR managers needed to start adequately support middle management when setting goals and 

evaluating employees (Gilbert et al., 2015).  

One HR activity that is key in the repertoire of NPM but difficult to translate into policing (Butterfield et al., 

2004; Mann, 2017) is performance management. Performance management was introduced at the Belgian 

Police in 2007 by the Royal Decree (Koninklijk Besluit van 20-12-2007, art. 7). This Royal Decree states that 

every employee at the Belgian Police should have a first interview with their supervisor (N+1). The goals that 

are set during this interview will be the focus of the employee for the following two years (KB, 2007). During 

this interview, three aspects should be discussed. (1) First, competences based on the job description and a 

generic competences scheme for the profile should be discussed. These can be basic competences, specific 

competences or competences based on the employee’s position. (2) A second aspect to be discussed is the 

employee’s behaviour and attitude in relation to the values of the police force. For instance, how he or she acts 

on the principles of community-oriented policing. (3) A third category relates to individual objectives (e.g., 

increasing knowledge about specific types of weapons) and operational objectives (decreasing the number of 

stolen bikes) (KB 2007). After the first interview, an interview to evaluate employee performance should 

follow in two years. During the evaluation, the performance of the employee is evaluated on a three-point 

scale, including the grades: “good”, “satisfying” and “dissatisfying”. Receiving the grade “good” two times in a 

row makes promotion possible. An in-between follow-up interview is not obligatory but can occur when 

significant changes in the predefined objectives occur (KB, 2007). 

This follow-up system for employees installed by the Belgian Police fits two of the five pillars of the 

philosophy of community policing, demonstrating the intertwinement of changes with which the police forces 

are confronted (Easton & Ponsaers, 2010). First, performance management operationalizes the pillar of being 

accountable for actions. Employees are held accountable for their actions in the organization, as their 

objectives are assessed every two years. In addition, the performance procedure of the Belgian Police Force can 

be linked to an increase in empowerment. By discussing objectives with both the police officers and their 

supervisors, the employees are given the opportunity to suggest solutions or approaches to determine, 

whenever possible, their own job. It is also a way to motivate employees to take their objectives into their own 

hands and accomplish them at their sole discretion.  
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1.3. PERFORMANCE MANAGEMENT DEFINED  

Performance management is a well-known practice in organizations. It was first introduced in for-profit 

organizations and originates from the merging of management accounting together with human resource 

management (HRM) principles (Butterfield et al., 2004; Fletcher, 2001). Although it is a very popular practice, 

performance management remains conceptualized in multiple ways, such as employee performance 

management, performance management systems and performance management process. Nevertheless, all of 

these conceptualizations refer to the same HRM system, consisting of the continual process of identifying, 

measuring, and developing the performance and motivation of individuals and teams, aligned with the 

strategic goals of the organization (Aguinis, Joo, & Gottfredson, 2013; Aguinis & Pierce, 2008; Decramer et al., 

2015).  

As such, performance management involves multiple HR practices in a broader sense. For instance, individual 

and organizational aims and objectives are made explicit, organizational strategies are linked to individual 

performance management, training is provided to help monitor the competences and skills of employees and 

performance reviews are installed (Butterfield et al., 2004). By measuring performance and using this 

information to make strategic decisions, it is assumed that performance management is, on the one hand, 

capable of increasing individual and organizational performance. This perspective derives from the accounting 

approach to performance management (Fletcher & Williams, 2015; Guest, Michie, Conway, & Sheehan, 2003). On 

the other hand, performance management is assumed to increase employees’ motivation, satisfaction and 

identification with the organization by giving them goals, providing feedback and monitoring their 

performance. This perspective derives from the HR origins of performance management (Butterfield et al., 

2004; Den Hartog, Boselie, & Paauwe, 2004).  

We approach performance management from a micro-level perspective, leaning more towards the HRM 

approach (Aguinis, 2019). Drawing on the research field of strategic HRM, we study performance management 

as an HRM system resulting in HR outcomes that enable organizational performance (Den Hartog, Boon, 

Verburg, & Croon, 2013). HR outcomes represent employees’ attitudes and behaviour, such as job satisfaction, 

helping behaviours and relational coordination (Paauwe & Farndale, 2017). The strategic HRM research field 

has a long tradition of studies that examine the linkages between HRM, HR outcomes and organizational 

performance (Becker & Gerhart, 2014; Paauwe, 2004). In recent years, strategic HRM scholars have shifted their 

focus from HR practices to HRM as a system (Bondarouk, Trullen, & Valverde, 2016), building on the knowledge 

that a coherent system of HR practices has a higher effect than the sum of the different parts (Coelho, Cunha, 

Gomes, & Correia, 2012; Decramer, Smolders, & Vanderstraeten, 2013; Peccei & Van de Voorde, 2016). 

Performance management is an example of such an HRM system. 
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In practice, performance management is often narrowed down to the cyclical process of three active HR stages 

(Aguinis & Pierce, 2008): (1) the goal-setting planning stage, driven by knowledge from the goal-setting 

theory, which involves determining what the focus will be during the following stages. (2) The monitoring 

stage follows the first stage and involves the monitoring and the act of attaining the predefined objectives. 

Finally, (3) employees are evaluated on how they accomplished their objectives (or not). The evaluation often 

ends up in a valuation of the employees with possible (non-)financial implications (Vanderstraeten, 2019). 

Performance related pay or reward is not present at the Belgian Police (K.B., 02-12-2007, art. 7). However, 

employees at the Belgian Police need to have at least two positive evaluations in a row to be able to make 

promotion. As such, there is a certain indirect reward system interweaved in the evaluation process at the 

Belgian Police. 

The third stage of performance management, the evaluation stage, has received the most attention in previous 

literature. Nevertheless, performance management differs from and overcomes the limitations associated with 

the once-a-year performance appraisal systems in use in organizations (Gerrish, 2016). Performance appraisals 

are, in the worst case, limited to a formal process of ticking boxes and, in the best case, restricted to the 

systematic description of employees’ strengths and weaknesses (Audenaert, Decramer, George, & Van 

Waeyenberg, 2016). As such, appraisals do not typically include strategic organizational considerations. 

Additionally, in contrast to performance management, performance appraisals do not provide extensive and 

ongoing feedback to employees (Aguinis & Pierce, 2008). 

Hence, performance management goes beyond merely appraising employees. Performance management is 

influenced by the management-by-objectives approach developed by Drucker (1954). Both management-by-

objectives and performance management revolve around goals that should be monitored and of which the act 

of giving feedback is an important aspect. However, performance management is more overarching than 

management-by-objectives and, apart from results, it considers performance indicators, such as employees’ 

behaviour, competences and values (Fletcher, 2001; Williams et al., 2015). The performance management 

literature emphasizes that performance is multidimensional (Aguinis, 2019; Aguinis, Gottfredson, & Joo, 2013; 

Decramer et al., 2013). Four different types of performance are identified as follows: (1) Task performance 

relates to the task described in the job description of an employee. (2) Context performance relates to the 

activities of organizational citizenship, which is closely linked to extra-role behaviour. (3) Counterproductive 

performance is negative and relates to extra behaviour that is contrary to the organizational objectives, values 

and norms. Finally, (4) in the current environment, adaptive performance is also important and relates to an 

individual’s adaptability to change (Aguinis, 2019).  
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Performance management incorporates these different types of performance and translates them into 

measurable outcomes. Depending on the emphasis of an organization and its context, performance 

measurements are (a mix of) results-oriented or behaviour-oriented (Aguinis, 2019). When an organization has 

a results-oriented approach, the results derive from the accountabilities given to the employees. A good source 

for determining these accountabilities is job descriptions (Aguinis, 2019). Building on these accountabilities, 

goals can be set, resulting in clear and straightforward measurement standards. For instance, a salesperson 

might have the objective of selling a minimum of three products each month.  

However, installing a results-oriented approach can easily go wrong. For instance, there may be a too narrow 

focus on the individual, denying the importance of team dynamics or organizational dynamics (Butterfield et 

al., 2004; Mendibil & MacBryde, 2006). There may also be the risk of narrowing down results to simplified 

measurable output, which is not always representative of the actual work or performance delivered 

(Butterfield et al., 2005). For instance, a garage mechanic who has the objective of solving three complex 

problems each month can be restricted because no complex problems occur in the next month (Ordóñez et al., 

2009). In such situations, organizations can prefer to use a behaviour-oriented approach to measure 

performance (Aguinis, 2019; Armstrong & Baron, 2004). A behaviour-oriented approach is linked to the 

competences (knowledge, skills and attitudes) of employees. Competences are translated into more clear and 

tangible indicators, that can be more than one for each competence. For instance, the competence of 

collegiality can be translated into indicators of helping your colleagues out with a difficult task, taking over the 

work of a colleague, and showing interest in the work or private life of others. Overall, in both the results-

oriented or the behaviour-oriented approach, it is important that the measurement standards are related to 

the position of the employee and that they are concrete, specific measurable, practical to measure, meaningful, 

realistic and reviewed regularly (Aguinis, 2019).  

In summary, Denisi and Smith (2014) indicate that performance management should be viewed as a bundle of 

several intertwined HR practices that “create a climate for performance that could transform generic 

knowledge, skills, and abilities (KSAs) into specific KSAs needed to improve firm-level performance’”(Denisi & 

Smith, p. 128). It is the general purpose of performance management to install an ongoing process of goal 

setting, monitoring and evaluating employees that is in line with the strategy of the organization. By linking 

internal and external dynamics and system features, performance management creates a unique, competitive 

value in an organization (Aguinis et al., 2013). 
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1.3.1. Performance Management: A Double Edged Sword 

As preliminary research has demonstrated that organizations with a formalized performance management 

outperform organizations without such a system (Aguinis & Pierce, 2008), a real hype emerged within 

organizations (Denisi, Varma, & Budhwar, 2011; Lanzara, 1983). Cascio indicated in 2006 that 91% of 

organizations used a company-sanctioned performance management system (Cascio, 2006). When well-

designed performance management is implemented in an organization, it is able to foster the motivation, 

engagement and competences of employees (Aguinis, 2019). It also enables more voice behaviour, and clear 

communication is more likely to emerge (Aguinis, 2019). 

Although very popular in private and public organizations (Arthur, 1994; Cascio, 2006), its usefulness in 

practice is often questioned, and the implementation is often perceived as difficult, not the least in policing 

(Butterfield et al., 2004; Coutts & Schneider, 2004; Kuvaas, 2006). Moreover, multiple prominent organizations 

claim to reject formalized performance management systems because they do not live up to their 

expectations. A recent study even demonstrates that 58% of the surveyed managers consider their current 

performance management approach to be unhelpful in augmenting employees’ motivation or overall 

performance (Buckingham & Goodall, 2015).  

These organizational trends are supported by recent empirical findings. Due to an increase in the use of 

performance management, academic attention to performance management has also increased (Aguinis, Joo, 

& Gottfredson, 2012; Decramer, Smolders, Vanderstraeten, Christiaens, & Desmidt, 2012). This research has 

revealed more cracks in the assumed solid foundation of performance management. Negative side-effects 

have been uncovered, such as a too narrow vision of goal accomplishment that neglects non-goal areas or the 

introduction of unethical behaviour (Ordóñez, Schweitzer, Galinsky, & Bazerman, 2009), such as employees who 

consider the attainment of the predefined goals as the main and sole concern that needs to be accomplished, 

no matter what and how. For instance, a garage mechanic who should solve three complex problems each 

month, to meet his or her target starts to destroy perfectly fine cars to achieve that objective (Ordóñez et al., 

2009). 

In policing, performance management has also been confronted with undesired outcomes. Performance 

management has been found to frustrate police officers, as it is perceived as being too bureaucratic and 

narrowed down to an administrative task instead of being a motivating HR tool (Bruggeman et al., 2010; Coutts 

& Schneider, 2004). Butterfield et al. (2004) have also revealed that the implementation of performance 

management often lags behind due to unskilled and untrained officers who need to implement it. 

Consequently, a link to organizational objectives is often missing; performance management is adopted with a 
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short-term focus and creates a feeling of controlling employees instead of providing operational autonomy 

(Butterfield et al., 2004). Several evaluations of the Belgian performance management system (De evaluatie 

van het politiepersoneel. Een onderzoek, 2010; Bruggeman et al. 2010) indicate similar trends in Belgium, and 

all conclude that the current performance management has degenerated to an administrative burden instead 

of a useful HR tool. 

 

1.3.2. A Process-Based Approach to Examine Performance Management 

These mixed findings indicate that focusing solely on HR activities does not reveal the whole picture of how 

HRM works (Sanders & Yang, 2015). Increasingly more scholars acknowledge that it is equally important to 

consider how these HR activities and systems are applied, implemented, perceived and understood to 

comprehend how they actually foster desired outcomes. This so-called HRM process-based approach (Sanders 

& Yang, 2015) can be an interesting research avenue to explore when studying performance management in 

policing. 

The process-based approach emphasizes more the psychological processes through which HRM affects 

employee and organizational performance (Sanders, Shipton, & Gomes, 2014) and focuses on explaining how an 

effect is created between HRM and performance. Bowen and Ostroff (2004) took a leading role in this respect, 

by introducing the concept of HRM system strength. Building on attribution theory (Kelley, 1976), they advocate 

that how the message of HRM systems is transferred, i.e., whether the HRM system send a message that is 

consistent, distinctive and communicated with consensus in an organization, helps to communicate the 

purpose of the HRM system in a much more uniform, convincing and therefore effective way (Bowen & Ostroff, 

2004).  

Since Bowen and Ostroff (2004)’s revolutionary publication, the HRM process has taken up several forms 

(Bondarouk et al., 2016), inspired by related research fields (Bos-Nehles & Meijerink, 2018; Nishii & Wright, 

2008), such as organizational behaviour (OB) (van der Geer, van Tuijl, & Rutte, 2009; Wei, Han, & Hsu, 2010) or 

the leadership literature (Gilbert, De Winne, & Sels, 2011; Pereira & Gomes, 2012). In these studies, scholars have 

focused on how HRM should be performed to signal desired behaviour or attitudes in organizations (Sanders, 

Shipton, & Gomes 2014). Different actors involved in the HRM process received attention, such as HR managers 

(Biron et al., 2011) and line managers. In particular, the latter were found to play a crucial role in how strategic 

HRM is able to establish effects (Butterfield et al., 2004; Knies & Leisink, 2014; Nehles, Van Riemsdijk, Kok, & 

Looise, 2006; Vermeeren, 2014), because the task of HRM is often delegated to middle management (Paauwe, 
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2004). For instance, it has been found that different leadership styles affect how HRM systems are 

implemented and perceived (Knies & Leisink, 2014; Vermeeren, 2014).  

The HRM process approach is also known for its consideration of micro-level mechanisms between HRM and 

performance (Bondarouk et al., 2016; Sanders et al., 2014). Scholars have gradually become convinced that HR 

activities can only create value in an organization through employees who perceive and react to these HR 

activities (Paauwe & Boselie, 2005). Scholars have started to focus on how HRM can lead employees to 

appropriately interpret and respond to the information conveyed in HR activities (Paauwe & Boselie, 2005) and 

examine how HRM can affect the behaviour and attitudes of employees, such as turnover intention (Jensen, 

Patel & Messersmith, 2011), well-being (Knies & Leisink, 2014) and organizational commitment (Bal, Kooij & De 

Jong, 2013). Employees are not just passive recipients of HR activities either. The same HR activity may be 

perceived differently by employees, even in the same organization, due to personal mind-sets, the nature of 

the work itself, the personalities or the influence of colleagues (Meyer, Dalal & Bonaccio, 2012; Piening, Baluch 

& Salge, 2013). For instance, performance by pay may be perceived by one employee as a way to increase the 

quality of products and as a means of motivating employees to do their very best and by another employee as 

a control system that is only advantageous for the organization because it will waste as little money as 

possible, compared to pay structures related to age or tenure (Nishii, Lepak & Schneider, 2008).  

The HRM process approach is, apart from the micro-level, also attentive to other levels, such as the meso-level, 

in organizations and the variance at multiple levels of analysis involved in the HRM-performance chain (Bowen 

& Ostroff, Wright & Nishii, 2013). The HRM system strength theory of Bowen and Ostroff (2004) emerged from 

the need for a better theoretical multilevel explanation for why HRM is capable of changing higher-level 

performance (Bowen & Ostroff, 2004). Such a need for more multilevel theories is inevitable for a better 

understanding of how HRM works in practice (Denisi & Smith, 2014; Paauwe & Boselie, 2005). For instance, 

performance management is introduced at the organizational level, but it is implemented by the supervisor 

who affects how employees respond and react to the HR activity. The behaviour and reaction of the employee 

can in turn be affected by the social stimuli of the team that he/she works in (Bowen & Ostroff, 2004; Paauwe 

& Boselie, 2005). Despite this theoretical knowledge that multiple levels are important to consider, the 

multilevel paradigm has not yet taken firm root in strategic HRM research (Peccei & Van de Voorde, 2016) and 

has only been explored to a limited extent in HRM process-related research. 

Until now, the HRM process approach has been proven to be a robust theoretical foundation for further 

research in the strategic HRM field (Kuvaas, Dysvik, & Buch 2014; Peccei & Van de Voorde, 2016). The theoretical 

approach has made the strategic HRM research field more attentive to the complex, multilevel, multisource 
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mechanisms, turning HR activities into valuable employee and organizational outcomes. The multitude of 

research developing and confirming the HRM system strength theory (Bowen & Ostroff, 2004) has led to the 

consensus that how HRM systems are implemented is as equally important as the content of HRM systems 

(Bondarouk et al., 2016).  

Performance management seems to lend itself very well to the HRM process approach, as performance 

management effectiveness strongly depends on how it is implemented. More specifically, performance 

management is an ongoing HRM system that intrinsically involves relationships between supervisors and 

employees. In addition, performance management has the purpose to provide signals to employees about the 

behaviour, attitudes and skills that are desired in the organization (Aguinis, et al., 2013; Decramer et al., 2012) 

by setting goals that are monitored and evaluated, in line with the overall strategic objectives.  

In line with the broader conceptualization of the HRM process, the performance management process can be 

considered an umbrella term for every aspect of performance management related to how the system is 

implemented, such as the design of performance management, the actors involved in the implementation of 

performance management (i.e., HR managers and supervisors) and the perceptions and reactions of employees 

who are confronted with performance management. Scholars have already focused on how the design of 

performance management may be affected by their legitimacy-based reference group (Decramer, et al., 2012) 

or how a blend of behavioural and result measures of performance benefits teams (Aguinis, Gottfredson, & Joo 

2013). Audenaert et al. (2016) also build on the system strength theory of Bowen and Ostroff (2004) to find 

that when a performance management system is implemented consistently, it affects innovative behaviour 

and a performance management system that is perceived as fair is likely to prevent burnouts (Bauwens, 

Audenaert, Huisman & Decramer, 2017). However, this research is still in its infancy and important research 

gaps still need to be filled. 

 

1.4. CONTEXT MATTERS FOR PERFORMANCE MANAGEMENT 

The process approach of HRM is intertwined with the context in which HRM systems are implemented (Bowen 

& Ostroff, 2004; Butterfield et al., 2004). Bowen and Ostroff (2004) have recognized the strong connection 

between HRM and the environment of the organization. They argue that the HRM system should reflect the 

overall strategy of each organization. Each organization’s strategy is different, depending on its tasks, mission 

and vision and the market in which it operates (Aguinis, 2019). For instance, a supermarket can have the 

organizational strategy to reduce the food chain whereas a financial institution can relate to organizational 

objectives such as increasing the profit from investments or creating customer friendly digital platforms. The 
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organization-specific strategy forms the basis and content of the HRM system (Paauwe, 2004), which can only 

be effective when the HRM system is implemented consistently, distinctively and with overall consensus 

throughout the organization (Bowen & Ostroff, 2004).  

This is especially true for the HRM system of performance management that is closely linked with its context 

(Aguinis, 2019). Performance management attempts to develop the performance and motivation of employees 

in line with the overall strategic objectives of the organization (Aguinis et al., 2013). For instance, when a 

slaughterhouse has the objective of increasing hygiene in its facilities, this should be reflected in the individual 

performance management of the employees, such as giving them the objective of better comply with the 

hygiene requirements or emphasizing in the values of the organization that hygiene is a top priority. This 

emphasis is individually oriented and can be different in a hospital in which the organizational strategy 

involves a desire for more interdisciplinary collaboration. In such a hospital, the objectives of doctors can be 

more group-oriented and involve aspects such as providing more feedback to nurses or including other 

disciplines more into the strategic decision-making process. Hence, due to the alignment of performance 

management with strategic objectives (Paauwe, 2009), the context determines a great part of the content and 

emphasis of performance management (Aguinis, 2014; Aguinis & Pierce, 2008).  

When discussing context, the strategic HRM-performance debate has been dominated by two fundamental 

approaches. The best HR practices approach studies HR practices independent from the organization in which 

they are applied (Huselid, 1995). This approach is related to theories such as the Resource Based View (RBV) or 

the AMO theory (Appelbaum, 2000). The best fit approach reflects HR practices and systems as fitting the 

context in which HRM is applied (Paauwe, 2009; Schuler & Jackson, 1987). This approach is related to the 

contingency theory (Schuler & Jackson, 1987) and the contextually based HRM theory (Paauwe, 2004; Paauwe & 

Farndale, 2017). The latter is an important overarching theory. It is a unique theory incorporating a holistic, 

comprehensive view of external and internal influences making a sustainable HRM policy possible (Paauwe & 

Farndale, 2017). The theory considers the context in all its aspects, from the legal influence when deciding on 

the HR practices adopted, to the (employee) outcome that is targeted by HRM (Farndale & Paauwe, 2007; 

Paauwe, 2004). 

Recently, the best fit approach seems to have gained the upper hand in the strategic HRM literature (Boselie, 

Diets, & Boon, 2005; Paauwe, 2004). This is mostly due to emerging inconsistent findings in HR activities and 

systems caused by contextual aspects, such as the growth and differentiation in manufacturing (Datta, Guthrie, 

& Wright, 2005) or service organizations (Combs, Hall, & Ketchen, 2006). Scholars have started to gradually 

acknowledge the competitive and institutional mechanisms affecting HRM implementation and effectiveness 
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(Paauwe & Farndale, 2017). This acknowledgement has been further fostered by the increased 

multidisciplinarity among theories and research fields (Aguinis, 2019; Paauwe & Farndale, 2017) and 

specifically the related OB domain, which has also become more aware of the importance of contextual 

considerations (Jackson, Schuler, & Jiang, 2014; Johns, 2006, 2017). Currently, scholars acknowledge that “HRM 

is inherently contextualized and dynamic” (Jackson et al., 2014, p. 4). HRM systems cannot be fully understood 

without considering internal factors, such as strategic objectives, organizational culture and structure (Michie 

& West, 2004; Paauwe & Farndale, 2017; Sirca, Babnik, & Breznik, 2013), and external environmental factors, 

such as industrial relations, laws and regulations (Jackson et al., 2014; Paauwe & Farndale, 2017; Wright, Boxall, 

& Purcell, 2003). 

However, the performance management research domain lags behind in terms of considering the context. Even 

though the theorists of performance management embrace the role of context and how it may affect the 

conditions under which performance management works (Aguinis, 2019; Aguinis, Joo, et al., 2012), the context 

is almost never empirically considered. The work setting is often limited to the explanation of the data 

collection in the methods section (Audenaert, Vanderstraeten, & Buyens, 2016; Van Waeyenberg, Decramer, 

Desmidt, & Audenaert, 2016), the inclusion of control variables in the analyses or introduced as a possible 

explanation for unexpected findings or as a limitation in the discussion section (Jensen, Patel, & Messersmith, 

2011). This is surprising, given the mixed results of the performance management process in different work 

settings. For instance, the strategic vertical alignment of goals in performance management seems to be 

effective for nurses’ well-being (Decramer et al., 2015) but not in the higher education sector (Decramer et al., 

2013). Decramer et al. (2013) explain the nonsignificant effect on educational employees by the fact that these 

employees have individual jobs and goals, such as creating research output and teaching their own courses. 

Therefore, being aware of the overall organizational objectives may have less impact on employee well-being 

than in a context in which close and multidisciplinary collaboration is essential, such as in a hospital.  

These different effects in different work settings may provide evidence that the performance management 

process is dependent on context (Paauwe & Farndale, 2017). A limited number of scholars that have actually 

taken the context into consideration when studying performance management confirm this assumption. 

Decramer et al. (2012) build on the institutional mechanisms of the contextually based HRM theory of Paauwe 

(2004) to demonstrate that coercive pressures determine the implementation of performance management. 

Haines and St-Onge (2013) reveal that culture, climate and the strategic integration of HRM as parts of more 

internally oriented management and organizational mechanisms are related to more positive outcomes of 

performance management. Therefore, in line with the broader HRM systems literature and findings (Farndale & 
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Paauwe, 2007; Ostroff & Bowen, 2016), we assume that the process of performance management is also 

affected by the context in which it is adopted. 

 

1.5. PERFORMANCE MANAGEMENT IN POLICING 

A lack of attention to the context in which performance management is implemented may also explain the 

sceptical attitude towards this HRM system in public organizations (Jacobsen & Andersen, 2014; Sanderson, 

2001) and in policing more specifically (Butterfield et al., 2004; Coutts & Schneider, 2004), as indicated above. 

Performance management originated in private organizations and was adopted under the influence of NPM by 

public organizations. This transition primarily occurred without many reflections on the specific context, which 

led to undesired effects in police forces (Butterfield et al., 2005; Coutts & Schneider, 2004). Policing in 

particular is considered one of the most difficult settings to implement performance management 

(Bruggeman et al. 2010). First, police forces have a strong hierarchical structure. In such an organizational 

structure, supervisors (i.e., police sergeants) usually demonstrate a directive leadership style but are 

confronted with a performance management system that expects a more two-way communication approach to 

determine objectives in consensus and a coaching of the employees to attain those objectives (Butterfield et 

al., 2004, 2005). In addition, the high levels of discretionary room in policing allow police officers to experience 

autonomy, which may be perceived as restricted by a poor implementation of performance management that 

can be experienced as controlling. As such, the feeling of social isolation may not only be restricted towards 

citizens but also emerge towards supervisors and higher management who are perceived as controlling police 

officers’ efforts (Butterfield et al., 2005).  

The difficulties associated with implementing performance management have led several scholars to conclude 

that the transition from the private to the public domain of policing has resulted in a myth of control and 

external legitimization, rather than in real improvements in performance (Arnaboldi, Lapsley, & Steccolini, 2015; 

Butterfield et al., 2004; Diefenbach, 2009). Currently, it is commonly acknowledged that performance 

management is “only as good as the people who apply them and the context in which they are applied’” 

(Butterfield et al., 2004).  

The introduction of performance management is also complicated by the unique context in which police forces 

perform. As a work environment, policing is categorized as an extreme work environment. Extreme 

environments are high‐risk settings in which employees need to work, such as emergency teams confronted 

with severe accidents, fire fighters who have to risk their lives to extinguish fire or military forced that help 

establish peace (Driskell & Salas, 2017). Police forces are involved in an extreme environment, as they are 
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confronted with unexpected interventions in which they immediately need to intervene to maintain order 

(Driskell, Salas, & Driskell, 2017; Svensson & Saharso, 2015; Williams et al., 2015). For instance, a call about a 

robbery in town requires police teams to be at the crime scene as quickly as possible. These police teams often 

do not know what weapons the robbers have, the number of citizens in danger or the money or other goods 

that the robbers want to steal. In addition, poor performance during such situations has a high impact, such as 

(more) deaths of innocent citizens or colleagues. Police officers are not permanently confronted with such 

highly demanding work events, but the chances are far higher than in more conventional work settings 

(Hällgren, Rouleau, & de Rond, 2018). 

Previous research has demonstrated that in such extreme work environments, HR activities generate different 

outcomes. Two main reasons exist for this difference in mechanisms. (1) First, specific contextual factors, such 

as the unpredictability of events, high time pressures or life‐threatening situations have implications for HR 

practices (Bell, Fisher, Brown, & Mann, 2016; Hannah, Uhl-Bien, Avolio, & Cavarretta, 2009). For instance, the 

distance between the lead base and the actual action team requires other interactions and knowledge sharing 

from the team with the leader (Hannah et al., 2009). The leader often remains at the police station when the 

team goes on an intervention. Such distance is also found to necessitate special training types, such as skills 

training in communication techniques from a distance going back and forward between events and the 

adaptability of the team to act quickly and correctly (Wilson, Burke, Priest, & Salas, 2005). (2) Second, an 

extreme environment is found to increase situational strength (Meyer, Dalal, & Hermida, 2010). Situational 

strength refers to cues provided by external influences with regard to the appropriateness of certain actions, 

affecting the behaviour of employees. The external influence of knowing that lives are at stake in dangerous 

interventions puts pressure on police teams to refrain from or engage in specific behaviour and attitudes to 

prevent these detrimental outcomes. This mechanism intertwines with managerial practices (Bell et al., 2016), 

as indicated by the meta-analysis of Meyer et al. (2012).  

This uniqueness of policing is well recognized in the broader literature, which is reflected in the extensive 

attention paid to extreme environments (Bell et al., 2016; Driskell et al., 2017; Lanzara, 1983) and policing more 

specifically (Butterfield et al., 2004; Knies & Leisink, 2014). Policing even has a set of academic journals 

specifically focusing on this work environment, such as “Policing: an international journal of police strategies & 

management” and “Policing & Society: An International Journal of Research and Policy”. We expect that 

performance management will work differently in policing as well. However, few studies have been devoted to 

the application of performance management in the specific setting of policing (Coutts & Schneider, 2004; 

Williams et al., 2015). 
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1.5.1. Which Performance to Manage in Policing?  

When police forces start to use performance management, they should consider which performance to 

manage. This should derive from strategic objectives and should be seen as a starting point to develop 

performance management. At the same time, this has been one of the most delicate parts related to 

performance management in public organizations (Aguinis, 2019; Diefenbach, 2009).  

As a public organization, police forces are held accountable for using government money as effectively and 

efficiently as possible (Mann, 2017). At the Belgian Police, a structural system to determine strategic objectives 

is implemented to justify the use of public money and to systematically incorporate strategic objectives 

throughout the organizations. Every four years, a national safety plan is developed as well as a safety plan for 

each local police department.1 These safety plans are the starting point for determining objectives for each 

department and team. For instance, the city of Ostend decided to include a more integral and integrated 

approach towards robberies at home in its safety plan of 2014-2017 (zonale veiligheidsplan 2014-2017, lokale 

politie Oostende 5449). This general objective is translated to the different departments and teams, who can 

concretize them accordingly. For instance, intervention teams can set the objective of being more present in 

the region in which a lot of robberies occur or to increase their information stream towards the investigation 

team who has the objective of catching theft gangs in Ostend.  

These objectives should be reflected in the individual performance management of the police officers. As we 

discussed in the broader explanation of performance management, performance can be fourfold. Employees 

can demonstrate (1) task performance, (2) context performance, (3) counterproductive performance and (4) 

adaptive performance. To manage these performances in the desired direction of the strategic goals, an 

organization can decide to emphasizes results-orientation, behaviour-orientation or a mix (Aguinis, 2019). In 

policing, the results-oriented approach seems not very suitable. Police officers’ tasks involve the public task of 

law enforcement. They are trained in methods of law enforcement, crime prevention, crime detection and 

maintaining the peace, safety and order of a community (Mann, 2017). This includes both reactive and proactive 

behaviour of the employees, complicating the determination of results (Aguinis, 2019). For instance, in the case 

of a more inclusive approach to home robberies in Ostend, the police officer should react appropriately when a 

new robbery occurs and inform the necessary departments, but he or she should also be more proactively 

attentive to suspicious events in high-risk regions. However, reduction in robberies is difficult to trace back 

directly to the police officer who demonstrates this type of behaviour. Hence, the link between results and 

                                                           
1 In 2020 the local safety plan will be in place for six years, which is equal to the legislature of a local government in 
Belgium. Information retrieved the 3th of July 2019: 
https://polinfo.kluwer.be/newsview.aspx?contentdomains=POLINFO&id=VS300471846&lang=nl 

https://polinfo.kluwer.be/newsview.aspx?contentdomains=POLINFO&id=VS300471846&lang=nl
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behaviour is rather distal in policing (Butterfield et al., 2004). The results do not relate one-on-one, and poor 

performance cannot always be traced down to the individual employee (Driskell et al., 2017). 

Moreover, police offices run the risk of unethical use and manipulation of result metrics, as police forces are 

often under high political pressure (Mann, 2017). On a large scale, the Central Park Five can be seen as an 

unfortunate example of political pressure on result metrics. To find answers to the severe criminal activities in 

New York in the 1980s, the police force strove for results by the hasty and unjust condemnation of five 

innocent people for the rape and murder of a young jogger. Another example may be the risk of prejudgements 

of suspect profiles, which are a well-documented phenomenon in policing (Kane, Evans, Mitsch, Jilani, et al., 

2018; Sausdal, 2018), and these prejudgements are hard to capture when police officers are held accountable 

for results. For instance, Sausdal (2018) recently found that when a police officer prejudges that a certain 

profile of a suspect will make the procedure more difficult, he/she is more likely to decide not to become 

involved in these difficult cases and put his/her effort into more easy cases (Sausdal, 2018). Such police officers 

will still reach their targets when these targets are results-oriented, such as reducing the number of unsolved 

crimes, fines or arrests. However, the system will remain blind to the counterproductive performance that this 

employee demonstrates by selecting cases based on prejudgements. Hence, Mann (2017) concludes that “it is 

somewhat ironic that management strategies designed for the purposes of strengthening police accountability 

[…], do themselves potentially promulgate unethical practices’” (Mann, p. 395). 

Hence, a behaviour-based approach to performance measurements seems more suitable in policing. Such 

behavioural approach is often based on certain competences that are translated into specific behavioural or 

attitudinal indicators (Aguinis, 2019). For instance, one pillar of community-oriented policing is associated with 

problem-solving (Easton & Ponsaers, 2010). This rather broad competence of problem-solving may be further 

divided into behavioural indicators such as demonstrating proactive behaviour or learning to have a 

feedforward approach during briefings by reflecting on how passed events can help the team in the future 

(Aguinis, Gottfredson, & Joo, 2012). The attainment of the indicators for such predefined competences can be 

based on comparative systems, i.e., employees are ranked by comparing their performance or by absolute 

systems, independently from others. As the Belgian Police Force is evaluating employees based on three 

anchor points (good, satisfying, dissatisfying) determined by law (KB 2007), they are involved in an absolute 

system (Aguinis, 2019). This is a common method in public organizations (Gerrish, 2016). 

Within the behaviour-based approach of determining performance measurements, different emphases and 

outcomes can still be targeted. It is of utmost importance that the right outcomes are targeted (Aguinis, 2019). 

The determination and attainment of performance measurements do not only determine if an employee will 
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become promoted from an accounting perspective. From a more HRM-related approach, the performance 

measures also determine whether an employee will be motivated and willing to attain and contribute to the 

overall performance of the police force. When a goal is unattainable because it is too difficult or perceived as 

irrelevant, this possibly jeopardizes the overall motivation of an employee (Noblet & Rodwell, 2009). In 

addition, the focus of performance management determines the behaviour and attitude of the employee 

(Paauwe, 2004). When performance management is oriented towards teamwork behaviour, better teamwork is 

more likely to be fostered (Aguinis et al., 2013). When performance measures are more related to service-

oriented behaviour towards clients, customer satisfaction is more likely to increase.  

Hence, it is through employees that changes in organizations are made possible (Den Hartog et al., 2004; 

Paauwe, 2009). Research has become more attentive to this mechanism and has grouped employee-related 

outcomes under the umbrella term of HR outcomes (Den Hartog et al., 2013; Dyers & Reeves, 1995). Typical 

examples of HR outcomes are job satisfaction, proactive behaviour, organizational citizenship behaviour and 

team effectiveness. These outcomes are differentiated from financial (e.g., return on investment), 

organizational (e.g., productivity, quality) or market performance (e.g., stock value) (Dyers & Reeves, 1995). 

Nevertheless, these HR outcomes are essential for establishing sustainable changes in these other 

performance measures of an organization (Paauwe, 2004; Den Hartog et al., 2013). This dissertation focuses on 

a few HR outcomes that are interesting to target when implementing performance management in policing. 

We motivate the importance of these specific HR outcomes for police forces hereafter. 

 

1.5.2. Team Effectiveness In Policing 

First, the importance of team-related outcomes is emphasized in this dissertation. Teams have become a 

common work structure in virtually every organization (Aguinis & Pierce, 2008) and are generally defined as 

two or more individuals who socially interact, possess common goals, are brought together to perform tasks, 

are dependent from each other with respect to workflow, goals and outcomes and are together embedded in 

an encompassing organizational system, with boundaries and linkages to the broader system and task 

environment (Kozlowski & Ilgen, 2006).  

The rise of team-structured organisations has been accompanied by an increased research interest in 

organizational teams. The first literature stream on teams started by conceptualizing teams (Aguinis et al., 

2013; Mathieu et al., 2008). Different taxonomies and definitions of teams emerged. For instance, Arthur 

Edwards, Bell, et al. (2005) differentiated teams based on their workflow patterns, going from teams that have 

a pooled/additive interdependency (the result is the sum of the individual parts), to those that have highly 
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intensive interdependency among team members. The latter represents teams with activities and tasks that 

need to be diagnosed and solved through a close collaboration (Arthur et al., 2005). Police teams can be 

situated in the latter type of teamwork, as police officers need to discuss and communicate frequently to solve 

or prevent crime events (Block, 2008). Following the different well-established typologies of Kozlowski and 

Bell (2003), police teams can further be categorized as service teams, as they interact with customers, i.e., 

citizens. Other team types are management, project or production teams (Kozlowski & Bell, 2003). In addition, 

it is also interesting to mention that police teams are composed of mono-disciplinary members and have a 

relatively stable composition compared to multidisciplinary teams with a regularly different composition, such 

as emergency teams or consulting teams.  

The second research stream reacted to mixed findings from practice (Aguinis et al., 2013). Teams were first 

considered to automatically increase organizational effectiveness, but the reality indicated that organizations 

with teams can only outperform organizations without teams when they properly manage these teams 

(Aguinis et al., 2013). This acknowledgement has led to an abundance of research that studies how team 

effectiveness can be fostered (for a review see Mathieu et al., 2008). One of the most prominent theoretical 

models in this respect is the IPO model. McGrath (1964) introduced the input-process-outcome framework 

more than 50 years ago to study team effectiveness. This model has served as a valuable guide over the years 

but has also been modified over the years, placing it more into context or adding more subtle aspects (Mathieu 

et al., 2008). Currently, the adopted version called the input-mediator-outcome (IMO) model of Ilgen et al. 

(2005) has more followers, for multiple reasons. It is, first of all, more inclusive of mechanisms through which 

transforms into outcomes, such as the cognitive, motivational or affective states in a team, by changing 

processes into mediators. In addition, the IMO model considers the context in which teams operate by adding a 

nuanced interplay between teams and their environment (Mathieu et al., 2008).  

Nevertheless, most studies empirically testing the IMO model were based on experimental designs, missing the 

true contextual mechanisms influencing team effectiveness. This resulted in an academic quest for more 

research on teams “in the wild” (Johns, 2006; Maynard, Kennedy, & Resick, 2018). In particular, research in the 

domain of extreme environments responded to this quest. Teams are vital in these environments (Bell & 

Marentette, 2011; Driskell et al., 2017), as employees are only able to solve their tasks when working together 

(Block, 2008; Driskell et al., 2017; Haberfeld et al., 2002; Schmutz, Lei, Eppich, & Manser, 2018). In the case of 

policing, almost every event demands a different, agile reaction as no bank robbery, public demonstration or 

terrorist attack is exactly the same. During an armed robbery, police officers need to bring together their 

knowledge and skills to control the situation as quickly and safely as possible. Police officers also need to 

count on their fellow team members to cover their back in dangerous situations. Hence, as the nature and 
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complexity of every next intervention and their own safety remain unknown, teams become an essential work 

structure in policing (Fleischmann et al., 2016). This is reflected by the recent review on teams in extreme 

environments (Driskell et al., 2017) and the special issue of the Journal of Organizational Behaviour on 

teamwork in extreme environments (Maynard et al., 2018). 

 

1.5.3. Employee Well-Being In Policing 

A second HR outcome that will be considered in this dissertation is police officers’ well-being. In the strategic 

HRM field it is already well established that HRM is able to contribute to both well-being and performance in 

organizations (Den Hartog et al., 2013; Huselid, 1995). A commonly used definition of well-being is: the overall 

quality of an employee’s experience and functioning at work, which can relate to happiness, health and 

relationships (Appelbaum, 2000; Van de Voorde, Paauwe, & Veldhoven, 2012). Some scholars approach well-

being in general terms that overarch different types of organizations (Van de Voorde et al., 2012), whereas 

others identify the necessity to determine the specific pitfalls and needs of employee well-being in different 

work settings (Ashforth, Kreiner, Clark, & Fugate, 2017; Bell et al., 2016; Driskell & Salas, 2017; Van veldhoven & 

Peccei, 2015).  

The well-being of employees should always be an important concern of organizations (Van de Voorde et al., 

2012; Woodrow & Guest, 2014), but in policing it is especially at risk (Driskell et al., 2017; Fisher & Hutchings, 

2012; Laureys & Easton, 2019). The high levels of stress evoked by extreme events are a severe threat to police 

officers’ well-being (Driskell, Salas, & Johnston, 1999; Driskell et al., 2017). Police officers need to perform in 

these highly demanding situations by reacting in time and by solving difficult and complex issues while 

knowing that their own lives and those of others are in their hands. For instance, during an armed robbery, an 

offender may attack innocent citizens present at the crime scene or the police officers when trying to 

neutralize the situation. The stress evoked by working in these situations is found to foster negative emotions, 

social impairment and anxiety (Driskell et al., 2017). In addition, the emotional pressure of self-blame and 

falling short when actions go wrong jeopardize police officers’ well-being even further (Bell et al., 2016). These 

negative emotions generate severe negative well-being outcomes, such as a posttraumatic stress disorder, 

alcohol abuse (Yunus, 2011) and suicidal thoughts and behaviours (Stanley, Hom, & Joiner, 2016). Hence, 

whereas well-being is an important concern of every work setting, police officers need to deal with extra 

contextual factors inherent in their work that increasingly endanger employee well-being. 
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1.6. CONCEPTUAL MODEL OF THE DISSERTATION 

Based on the literature elaborated in the paragraphs above, it is clear that research on performance 

management, policing and extreme environments has flourished and has revealed many interesting insights. 

Nevertheless, in conjunction, these aspects have received far less attention. This dissertation merges these 

literature streams into one conceptual framework, which is depicted in figure 1.1. and which will be studied 

throughout the different chapters. In general, the conceptual framework of this dissertation has the purpose of 

examining performance management in policing. After discussing the different parts of this conceptual 

framework, the research questions that guide this framework are explained.  

The conceptual framework of this dissertation recognizes the many ways in which individuals and teams may 

experience and react to performance management in a specific context in which it is established by combining 

several theories such as the HRM system strength, climate, leadership and goal-setting theory (Nishii & Wright, 

2008; Ostroff & Bowen, 2000; Vanderstraeten, 2019). This echoes the philosophy behind the contextually based 

theory (Paauwe, 2004) that approaches HRM-performance linkages from a multitude of perspectives, rather 

than being limited to one possible theoretical mechanism (Paauwe & Farndale, 2017; Veld, Paauwe, & Boselie, 

2010).  

A first important element of the conceptual model, affecting the other parts of the model, is the context. 

Therefore, the box of the police context is put above the other boxes of the framework. The box of the police 

context reflects the contextually based approach (Paauwe, 2004), which triggered several aspects of the 

conceptual model. More specifically, for the purpose of the dissertation and the development of the conceptual 

model, an exploratory qualitative study was conducted (Creswell, 2014). Several interviews with different 

actors from the Belgian Police Forece in the performance management process (i.e., HR managers, managers, 

team leaders, team members) were performed. These interviews provided valuable insights into important 

aspects of the performance management and into important HR outcomes in policing and contextual 

influences and mechanisms. As such, the exploratory qualitative study enabled the combination of theory and 

practice into one relevant conceptual framework.  

The dissertation will mainly focus on performance management implementation, i.e., the performance 

management process and how this may affect outcomes. This is first visualized by incorporating performance 

management as intended and implemented in the model, following the model of Nishii and Wright (2008). By 

separating what is intended with performance management from how it is implemented, the framework is 

attentive to the fact that intentions of the organization when deciding to use certain HR activities are not 

always translated into practice (Wright & Nishii, 2013).  
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With respect to performance management as implemented, the HRM system strength theory (Bowen & Ostroff, 

2004) takes a central role. The theory is fundamental for every chapters of the dissertation as they all study 

performance management implementation. For instance, the theory of Bowen and Ostroff (2004) is adopted to 

conceptualize performance management system strength, which refers to a clear, understandable, relevant 

and consistent performance management implemented in consensus in the police force. This will be 

elaborated on in chapter four.  

In line with recent trends (Michie & West, 2004; Pereira & Gomes, 2012), the pivotal role of the supervisor in the 

linkages between HRM and performance is explicitly included in the conceptual framework. The role of the 

supervisor is recognized as essential when studying the implementation of HR activities (Den Hartog et al., 

2004; Gilbert, De Winne, & Sels, 2015). Therefore, the conceptual model also recognizes that performance 

management implementation in a police team strongly depends on the team leader. Different avenues could 

be explored to study the intertwinement of supervisors and HR activities, such as supervisor ability and 

motivation (Van Waeyenberg & Decramer, 2019) or personality (Leroy et al., 2018). The well-established 

literature on leadership styles (Bass, 1990; Den Hartog, Muijen, & Koopman, 1997; Leroy et al., 2018) is merged 

with performance management to study how transformational and transactional leadership precede the 

performance management process. 

The conceptual framework aligns with several current views on how performance management generates 

performance (Aguinis, 2019; Denisi & Smith, 2014; Gerrish, 2016). These views reflect the broader belief 

regarding the HRM-performance chain (Nishii & Wright, 2008; Wright & Nishii, 2013; Paauwe, 2009) that HRM is 

able to contribute to performance through its effect on HR outcomes, i.e., the change in behaviour and 

attitudes of these employees. The conceptual framework reflects this in the linkages between performance 

management and team performance through perceptions of and reactions by employees and teams (Den 

Hartog et al., 2013).  

To conceptualize differences in perceptions, the dissertation builds on the organizational and psychological 

climate literature (Bowen & Ostroff, 2004; Schneider, Salvaggio, & Subirats, 2002). The climate literature has 

been touched upon by several scholars to examine and explain possible behavioural or attitudinal HR 

outcomes. First, the psychological climate is an important explanatory mechanism between HRM and individual 

effects (Chuang & Liao, 2010). A psychological climate is defined as an experientially based perception of what 

people see and report happening to them as they make sense of their environment (Li, Frenkel, & Sanders, 

2011). In the conceptual framework, satisfaction with performance management (chapter two) and the 

diffusion of responsibility for team objectives to others on the team (chapter three) are considered such 
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experientially based perceptions. Satisfaction with performance management reflects the individual 

perceptions of how satisfied an employee is with the performance management system in place (Decramer et 

al., 2013). Diffusion of responsibility is the perception of a team member that others on the team are 

responsible for team objectives and that their own contribution to these team objectives is insignificant 

(Alnuaimi et al., 2010). 

The reasoning behind psychological climate also forms the basis for how an organizational climate emerges (Li 

et al., 2011). Organizational climate is defined as the shared perceptions of the organization in terms of 

practices, policies, procedures, routines and rewards (Bowen & Ostroff, 2004; Schneider, 1990). Employees 

perceptions and experiences of practices in organizations do not occur in a vacuum, but are influenced by their 

(closest) colleagues (Bowen & Ostroff, 2004). In addition to the individual mechanisms of psychological 

climates, organizational climates are assumed to explain higher-level outcomes by HR practices and systems 

(Schneider, 1990). As such, this dissertation follows the same line of reasoning as Bowen and Ostroff (2004) 

and considers the climate of shared perceptions on performance management a critical mediating construct to 

explore higher-level relationships between performance management and HR outcomes.  

In terms of the behavioural and attitudinal HR outcomes, the dissertation focuses on specific types of behaviour 

and attitudes derived from the literature on strategic HRM, policing and extreme environments and the 

exploratory qualitative research stage. First, this dissertation desires to study team-related outcomes. As 

previously discussed, teams and effective teamwork are essential in policing because a police force operates in 

a setting in which agile and complex reactions to unexpected extreme events are needed, while at the same 

time, the employees’ safety needs to be guaranteed (Bell et al., 2016). Teams are the best work structure in 

these circumstances (Driskell et al., 2017). The exploratory qualitative study gained more insights into which 

team-related HR outcomes are especially interesting to study in policing. Building on this knowledge, I decided 

to focus on how performance management is able to affect the individual teamwork behaviour of relational 

coordination (Gittell, 1999). This relates to the individual awareness of the tasks of other team members on 

the team and the amount of valuable communication flowing from the individual to the team (Gittell, 2010). 

This dissertation also focuses on helping behaviour in teams, which was indicated to be essential in policing 

during the qualitative exploratory research study. An effective team in policing is characterized by team 

members who want to help each other and have each other’s back in more difficult times (information 

retrieved from the exploratory qualitative research). Finally, the conceptual model also incorporates team 

performance, which is conceptualized in the studies as team effectiveness. This measurement (original from 

Sparrowe, Liden, Wayne & Kraimer, 2001) is modified for the police context, based on findings from the 

qualitative research stage. 
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Figure 1.1. Conceptual framework of the dissertation 
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Second, the dissertation focuses on well-being as an important HR outcome as well (Peccei & Van de Voorde, 

2016). Well-being is under threat in the highly demanding and dangerous context in which police officers need 

to work. With respect to the different perspectives on well-being and performance, the mutual gain 

perspective that has received the most support in recent publications is followed (Van de Voorde et al., 2012). 

The mutual gain perspective assumes that well-being is able to occur simultaneously and even fosters 

performance. In addition, attention is paid to the different dimensions of the overall concept of well-being, i.e., 

happiness, health and relationships (Van de Voorde et al., 2012). The dissertation focuses both on happiness, 

i.e., job satisfaction, and health, i.e., strain, with respect to employee well-being. Job satisfaction has previously 

been found to be under threat in policing, not only because of the high job demands but also because of the 

typical organizational culture of high degree of cynicism (Johnson, 2015; Zhao & Thurman, 1999). Strain is a 

reaction to stress, which is inherently present in the tasks of police officers (Driskell et al., 2017; Jensen et al., 

2011). Relationship well-being is implicitly touched upon in other studies of this dissertation when focusing on 

team-related outcomes.  

To sum up, this dissertation examines performance management as an HRM system that is installed with a 

certain intention but that is implemented differently due to the different leaders and their leadership styles 

present in an organization. Performance management generates an effect on team performance through 

(shared) perceptions and subsequently the behavioural or attitudinal changes in employees. The added value 

of the conceptual model of this dissertation lies in (1) the consideration of the intertwining and complex 

dynamics between intended, implemented and perceived performance management and the role of the leader 

in this mechanism, (2) the incorporation of the influence of specific contextual characteristics, and (3) the 

examination of performance management at the team level. Figure 1.1. does not pretend to depict the overall 

picture of how performance management generates outcomes in policing. However, it depicts what this 

dissertation emphasizes and, as such, visualizes what it contributes to the broader literature on performance 

management and policing.  

 

1.7. RESEARCH QUESTIONS OF THE DISSERTATION 

Through this conceptual model, the dissertation aims to find answers to the question of whether and how 

performance management is a useful tool or an ambush for policing. This dissertation sets the objectives of 

better understand (1) when performance management is effective in policing, (2) what effects are generated 

by performance management in policing and (3) how these effects are made possible, by considering the 

implementation of performance management in policing.  
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1.7.1. When does performance management generate outcomes in policing? 

Previous research on performance management has mostly examined how performance management in 

general (Fletcher, 2001) or as a process (Biron, Farndale, & Paauwe, 2011; Decramer et al., 2015) fosters 

outcomes, with limited attention to the context. In most cases, the context has been addressed in the methods 

or the limitations section of the papers. This is an approach that is common in the HRM-performance literature 

(Fletcher & Williams, 2015; Huselid, 1995) but found to be limited in explaining mechanisms between HRM and 

performance (Sanders et al., 2014). The limited number of studies that have taken the context into account 

when studying performance management reveal that performance management is adopted differently 

(Decramer et al., 2012) and that it generates different effects (Haines III & St-Onge, 2013), in different work 

settings.  

This may be especially true in policing. Police forces are public organizations, and it is known that the 

implementation of NPM practices such as performance management in these organizations does not always 

generate the desired effects (Walker, Boyne & Brewer, 2010) and is much more complicated than in the private 

sector (Mann, 2017). In addition, police forces are considered rather unique public organizations, as they have a 

long tradition of a strong hierarchical structure, the employees experience high levels of discretionary room 

and the police forces have a unique place in society from which they often feel isolated from (Butterfield et al., 

2004). In addition, they need to operate in extreme environments, and it is known that such environment 

changes how HR activities affect outcomes (Bell et al., 2016; Hannah, Avolio, & Walumbwa, 2011). These are all 

good reasons to expect that performance management will not generate effects the same way as in other 

settings. This expectation is further supported by empirical findings. Whereas Kai-ting (2012) revealed positive 

effects related to performance management in a police force setting, Coutts and Schneider (2004) found 

frustration with performance management. Therefore, the dissertation explicitly incorporates the possible 

contextual influence of the police context and adopts a contextually based approach (Paauwe, 2004) to study 

when performance management is effective in policing. This approach is operationalized in multiple ways.  

First, an exploratory sequential mixed-methods design has been conducted. This is considered a desirable 

approach to developing a better understanding of the context in which the research is conducted (Creswell, 

2014), especially when this is an extreme work setting (Bell et al., 2016). Hence, to initiate this dissertation, 

qualitative research based on secondary sources, observations and mainly interviews was conducted. The 

interviews were held with several actors in the performance management process from the Belgian Police: the 

(HR) managers representing the intended performance management, the team leaders implementing 

performance management and police officers perceiving and reacting to performance management. The 

exploratory research stage helped to identify aspects of the performance management process that merited 
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further investigation, such as the role of a transformational and transactional leadership style (chapter four) 

and the importance of performance management distinctiveness (chapter three). It also determined which 

outcomes to target in the other studies. Because an abundance of research on both team output (Mathieu et 

al., 2008) and conceptualizations of well-being exists (Van veldhoven & Peccei, 2015), I have mainly built on 

the findings in the qualitative research stage combined with context-specific literature (e.g. Driskell et al., 

2007; Butterfield et al., 2004) to effectively determine the outcomes that should be targeted in the empirical 

studies. Additionally, the further methodological design of the research (e.g. selection of measures, gaining 

knowledge of the team structures, etc., …) builds on the first exploratory research stage of the mixed-methods 

approach. Chapter five of this dissertation includes a part of this qualitative, exploratory research approach 

and explains in detail where the focus on specific performance management features in relation to team 

effectiveness derives from.  

Second, chapter five will empirically explore the effect of the police context on the relationship between 

performance management and team effectiveness. More specifically, environmental extremity, defined as the 

degree to which police teams are confronted with complex and dangerous interventions, is considered a 

boundary condition in which performance management affects team effectiveness. As such, this dissertation 

sets the objective of explaining several inconsistent results in the performance management process that may 

be caused by the context in which it is applied. Hereby, it also respects the cross-sectional nature of this 

boundary condition. The strategic HRM domain lags behind in properly considering cross-level mechanisms 

explaining relationships between HR activities and desirable outcomes (Peccei & Van de Voorde, 2016). This 

dissertation tries to catch up with this multilevel paradigm, by theorizing and analysing environmental 

extremity at the appropriate level.  

Third, and finally, the results will be translated into suggestions for better management practices at the 

Belgian Police Force, which will be communicated by means of reports and practice-oriented presentations. 

The objective is set of communicating the main findings and formulate practical guidelines, building on 

evidence-based management (Rousseau, 2006; Veld, 2012). Such translation of academic results to the work 

field will help bridge the gap between research and practice and gives something in return for the time-

consuming efforts of the police forces that were willing to participate in this research. 

 

1.7.2. Which effects does performance management generate in policing? 

When studying strategic HRM in relation to performance in a certain context, in this case policing, it is 

important to consider outcomes and possible pitfalls that are specifically important for that context. It has 
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already been justified why the dissertation focuses on team-related HR outcomes and well-being in the police 

context (see sections 1.5.2 and 1.5.3.). Even though performance management is a common HR practice in 

policing (Coutts & Schneider, 2004; Lilley & Hinduja, 2006; Williams et al., 2015), whether and how it affects the 

specific outcomes of team effectiveness and well-being remains largely unstudied. 

Team effectiveness has become important for most organizations but it is vital for extreme environments 

(Driskell et al., 2017). To my knowledge, however, performance management has only theoretically been 

assumed to affect team-related outcomes (Aguinis 2009; Aguinis et al., 2013). Performance management has 

mostly been explored at the organizational (Biron et al., 2011; Cascio & Aguinis, 2008) or at the individual level 

(Audenaert, et al., 2016; Kuvaas, Buch, & Dysvik, 2016). In theory, performance management is assumed to 

enable team-related HR outcomes by directing every team member in the same direction and letting him or 

her take up the responsibility for (1) individual and (2) team objectives and (3) his or her individual 

contribution to the team (Aguinis 2009). However, the lack of empirical support makes it difficult to determine 

whether performance management is a benefit for teams. Moreover, some scholars consider performance 

management ill-suited to teams, because the HRM system was developed in a time in which the tasks were 

simpler and organizations were more individually oriented (MacBryde & Mendibil, 2003; Mendibil & MacBryde, 

2006).  

This dissertation wants to initiate research that links performance management to teams by studying different 

team-related HR outcomes. First, the dissertation investigates whether performance management is able to 

generate individual teamwork behaviour, which is a prerequisite for changing behaviour at the team level 

(Brown & Latham, 2002). More specifically, chapter three of the dissertation will explore whether performance 

management fosters individual relational coordination. Relational coordination is the number of relational and 

communicational ties an employee has with the other team members (Gittell, 2010). In addition, the 

dissertation also explores whether this relationship can be explained by a decrease in the cognitive process of 

diffusion of responsibility. Diffusion of responsibility represents an employee’s perception that not he or she 

but other team members are responsible for team objectives (Alnuaimi et al., 2010).  

The dissertation also explores performance management at the team level itself. Inspired by the IMO model 

(Ilgen et al., 2005; Mathieu et al., 2008), performance management will be studied as an input for the output 

of (1) backing-up behaviour, which has been put forward as an essential team-related HR outcome in policing 

during the interviews (chapter four), and (2) team effectiveness (chapter five). As such, the dissertation hopes 

to gain more knowledge about the team-related effects that performance management is able to generate in 

policing. 
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Furthermore, the dissertation is attentive to mechanisms unique to higher levels of organizations. It has been 

well-established that simple aggregations from a lower to a higher level are insufficient, or even incorrect, for 

explaining higher-level outcomes (Denisi & Smith, 2014; Nishii & Wright, 2008). Employees do not experience 

performance management in a vacuum, but also respond and react to their team members’ perceptions and 

reactions (Bowen & Ostroff, 2004). Shared perceptions on performance management are considered when 

explaining why team-related HR outcomes are generated by performance management. In that way, the 

rationale of Bowen and Ostroff (2004) is further followed as they argue that a strong HRM system is able to 

foster higher-level outcomes by creating shared perceptions. This is an important contribution to the current 

literature, as shared perceptions of performance management have not yet been empirically explored.  

Well-being is the second HR outcome that is explored in this dissertation. Compared to team-related outcomes, 

well-being has received more attention in the strategic HRM-performance literature (Van veldhoven & Peccei, 

2015) and performance management literature (Decramer et al., 2015; Kuvaas et al., 2016). However, these 

results are not always straightforward (Coutts & Schneider, 2004; Decramer et al., 2015; Pick & Teo, 2017). 

Scholars (Godard, 2001; Ramsay et al., 2000) even assume that organizations sometimes need to make a 

trade-off between employee well-being and performance when implementing HRM systems (Van de Voorde et 

al., 2012). This may be the case for performance management as well. Even though it is assumed that 

performance management can lead to increased performance (Butterfield et al., 2004), it is also found to 

create frustration or lower job satisfaction (Pick & Teo, 2017) when malfunctioning (Butterfield et al., 2004; 

Diefenbach, 2009). When employees are evaluated on aspects that they were not aware of in advance or when 

no feedback guides them to a positive evaluation, an unbalanced stressful work environment for employees is 

created (Van Waeyenberg et al., 2016). Such an unbalanced work situation has been recognized to negatively 

affect employee well-being (Karasek, 1979; Noblet & Rodwell, 2009). Hence, installing malfunctioning 

performance management in a police context that is already prone to high levels of stress (Driskell et al., 2017) 

would be detrimental.  

This dissertation sets the goal of exploring whether performance management is able to positively affect 

police officers’ well-being. Specifically, chapter two will explore whether performance management generates 

higher levels of job satisfaction and lower levels of strain. Both types of well-being are especially important in 

policing, as discussed above, and can be related to performance management. Performance management is an 

HR activity that directly affects employees’ jobs (i.e. their tasks and goals are set, monitored and evaluated on 

a regular basis), and, as such, performance management is expected to strongly influence how satisfied 

employees are within their jobs. Stress predicts strain and is determined by the job demands that employees 

experience in their tasks (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001; Karasek, 1979). As an ill-suited 
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performance management system is able to create additional job demands, it is interesting to explore how 

performance management can prevent this negative mechanism and diminish strain in policing.  

Furthermore, this dissertation will explore the relationship between performance management and police 

officers’ well-being through satisfaction with performance management. Satisfaction with performance 

management is an individual’s affective perception of performance management (Decramer et al., 2013). 

Satisfaction with HR activities has been put forward as a human cognition that mediates the effects of 

environmental stimuli, such as performance management, on human responses, such as well-being (Bowen & 

Ostroff, 2004; James et al., 2008; Schneider, Ehrhart, & Macey, 2013). Therefore, it is interesting to explore 

whether and how performance management affects police officers’ satisfaction with performance 

management and how this satisfaction is able to foster police officers’ well-being.  

 

1.7.3. How does the performance management process affects desirable outcomes in policing? 

The strategic HRM literature has shifted from a content to a process approach towards HR activities (Sanders & 

Yang, 2015). It has become clear that it is not exactly what but rather how HRM is adopted that determines its 

success (Aguinis et al., 2013). Acknowledging the importance of the HRM process has opened up a multitude of 

avenues to explore the HRM-performance chain. Some scholars have started to focus on the design of HR 

activities (e.g. Aguinis et al., 2013), its signalling role (Bowen & Ostroff, 2004; Nishii & Wright, 2008) or the role 

of several actors involved in the HRM process (Gilbert et al., 2015). Attention has also started to be paid to 

different and interacting levels of organizations (Wright & Nishii, 2013; Ployhart & Moliterno, 2011). 

The performance management research stream has also started to acknowledge the importance of the 

performance management process (Audenaert et al., 2016; Dewettinck & Van Dijk, 2013). Scholars have started 

to apply the theory of Bowen and Ostroff (2004) to examine, for instance, performance management 

consistency (Audenaert, et al., 2016; Decramer et al., 2013) or the role of the line manager in implementing 

performance management (Bauwens, Audenaert, & Decramer, 2018). This research provided powerful insights 

but is still rather limited. Therefore, I am eager to find more effects of the performance management process 

in policing. 

To explore the performance management process in policing, the HRM system strength theory (Bowen & 

Ostroff, 2004) forms a golden thread throughout every chapters. Chapter two explores why a consistent 

implementation of performance management, which is an important meta-feature of a strong HRM system 

(Bowen & Ostroff, 2004), enables higher levels of well-being. In chapter five the theoretical fundaments of 
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Bowen and Ostroff (2004) are used to assume that specific features of performance management affect team 

effectiveness. In chapters three and four, the HRM system strength theory (Bowen & Ostroff, 2004) is made 

more explicit. Chapter three studies performance management distinctiveness, which is a meta-feature of a 

strong HRM system following the theory of Bowen and Ostroff (2004), in relation to relational coordination at 

the individual level. Finally, this dissertation also explores how performance management as an overall strong 

system affects team-level backing-up behaviour in chapter four. As such, chapter four attempts to fill the void 

in the current literature to explore performance management as an overall strong HRM system.  

Finally, attention to actors involved in the performance management process has been limited (Van 

Waeyenberg & Decramer, 2018), even though the broader HRM research field teaches us that line mangers play 

a pivotal role in implementing HRM systems (Den Hartog et al., 2004; Gilbert et al., 2015; Stanton, Young, 

Bartram, & Leggat, 2010). This dissertation combines the long tradition of the leadership styles literature (Bass 

1990; Gottfredson & Aguinis, 2016) with HRM system strength theory (Bowen & Ostroff, 2004) to determine 

whether transactional and transformational leaders positively affect performance management system 

strength. As such, the dissertation contributes to filling the gap between HR activities and leaders in the 

performance management literature as well. 

 

1 .8. STRUCTURE THESIS  

The dissertation consists of four empirical chapters and a general discussion. The empirical chapters help to 

answer the research questions stated above. The different chapters are derived from a pragmatic mixed-

methods research approach (Creswell, 2014). The empirical chapters adopt different research approaches, 

depending on their providing of the best understanding of the specific focus of each chapter. This has resulted 

in different types of research approaches and data collection, such as a mixed-methods research approach, 

qualitative interviews, a quantitative survey and secondary data, a cross-sectional multisource research 

approach and a vignette experiment.  

The chapters are also connected to each other but can be read independently. As a consequence, some overlap 

in the theory and descriptions of concepts may occur. Additionally, different names for the same concept may 

be employed. For instance, chapter two uses the term “employee performance management”, whereas 

chapters three, four and five use the term “performance management”. This always refers to the same HRM 

system and is only adjusted to the tradition of the journal and/or the scope of the article.  
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The chapters build on several data collections of the Belgian Police Force. However, one data collection had a 

very broad scope and was used in different chapters of this dissertation. This large data collection was 

constructed after the exploratory stage of the overall mixed-methods research design (Creswell, 2014) and 

was driven by the main research questions of this dissertation, excluding possible bias through HARKing 

techniques (Murphy & Aguinis, 2019). Study one of chapter three, chapter four and study two of chapter five 

make use of (a part of) this data collection. Study one of chapter three builds on the data collection that ran 

from February 2017 to August 2017. Chapter four analyses the same data, but at the team level instead of the 

individual level. Chapter four is also enlarged by data collected until March 2018 and complemented with the 

data of supervisors. Study two of chapter five performs analyses at the team level and only uses the data that 

was collected before September 2017. Nevertheless, the different studies are complementary in their 

theoretical perspectives and have no overlap in terms of the main variables they methodologically use. As 

such, issues related to data slicing are avoided (Kirkman & Chen, 2011). 

Chapter two titled “How to foster the well-being of police officers: The role of the performance management 

system” mainly aids in answering research question 2 (= Which effects does performance management 

generate in policing?) by exploring the effect of performance management on police officers’ job satisfaction 

and strain. Building on the HRM system strength theory (Bowen & Ostroff, 2004), the study argues that when 

performance management is a system that combines goalsetting with the evaluation of the same objectives, 

the well-being of police officers will be fostered. Hence, as the implementation of performance management is 

considered, chapter two also tries to answer research question 3 (= How does the performance management 

process generate effects in policing?). In addition, satisfaction with performance management is added as a 

possible explanatory mediator for the main relationship. Based on a dataset collected at one large police office 

in Belgium, structural equation modelling explores whether the combination of performance planning and 

evaluation positively affects police officers’ well-being.  

Chapter three entitled “The effects of performance management on relational coordination in policing: The 

roles of content & process” goes deeper into the topic of how performance management should be designed to 

generate team outcomes. First, chapter three answers research question 2 (= Which effects does performance 

management generate in policing?) by exploring how performance management can contribute to the 

individual teamwork behaviour of relational coordination. Relational coordination refers to the communication 

and relational ties that team members have with each other (Gittell, 1999; Gittell, Seidner, & Wimbush, 2010). 

Building on goal-setting theory (Brown & Latham, 2002; Latham & Locke, 2007), it is assumed that a team-

related content of performance management combined with high performance management distinctiveness is 

likely to foster individual relational coordination. By exploring specific aspects of performance management 
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implementation, i.e., the team-related content and the performance management distinctiveness process, this 

chapter also contributes to research question 3 (= How does the performance management process generate 

effects in policing?). 

Furthermore, the relationship between performance management implementation and relational coordination 

is also assumed to be explained by a decrease in the psychological cognitive process of diffusion of 

responsibility for team objectives. Diffusion of responsibility relates to an employee’s perception that he/she is 

not responsible for the overall team objectives but that other members of the team are (Alnuaimi et al., 2010). 

Because such perception jeopardizes employees’ efforts to demonstrate teamwork behaviour, this dissertation 

explores how performance management can decrease the diffusion of responsibility and whether this explains 

why relational coordination augments. To test this theoretical model, survey data is combined with an 

experimental vignette study in chapter three. 

Chapter four entitled “One way is not the other: How Team Leaders’ Implementation of Performance 

Management System Strength Affects Helping Behaviour in Work Teams” explores another important team-

related HR outcome: helping behaviour. As such, this chapter contributes to research question 2 (= Which 

effects does performance management generate in policing?). Helping behaviour refers to the extent to which 

team members are willing to help each other when it becomes clear that someone is not able to perform his or 

her tasks (Porter, 2005).  

The study also helps answer research question 3 (= How does the performance management process generate 

effects in policing?). Combining the leadership literature (Bass, 1990; Vermeeren, 2014) and the HRM system 

strength theory (Bowen & Ostroff, 2004; 2016), the chapter explores whether and how transformational and 

transactional leaders predict performance management system strength. The chapter further follows the 

reasoning of Bowen and Ostroff (2004) and assumes that performance management system strength is able 

to generate shared perceptions on performance management that ultimately foster helping behaviour in 

teams. Cross-sectional, multi-source survey data were used to test this model.  

Chapter five is titled "When Does Performance Management Foster Team Effectiveness? A Mixed-Method Field 

Study on the Influence of Environmental Extremity” and tries to provide a nuanced understanding of how 

performance management engenders team effectiveness in extreme environments. This chapter empirically 

explores how specific features of performance management affect police teams’ effectiveness under extreme 

conditions. Building on the theory of situational strength (Bell et al., 2016; Meyer et al., 2010), environmental 

extremity is included as a boundary condition, contributing to answer research question 1 (= When does 

performance management generate effects in policing?).  
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Chapter five also builds on the HRM system strength theory of Bowen and Ostroff (2004) to argue why the 

specific features of performance management that emerged from the exploratory qualitative research stage, 

are assumed to affect team effectiveness. This helps answer research question 2 (= Which effects does 

performance management generate in policing?) and research question 3 (=How does the performance 

management process generate effects in policing?). In this chapter, a mixed-methods approach is adopted, 

starting with a qualitative study based on interviews and a follow-up study based on a quantitative survey 

study, complemented by secondary data to measure environmental extremity. Multilevel analyses are applied. 

This dissertation ends with chapter six “Conclusion & discussion“ which comprises a general discussion of the 

four empirical chapters. Several key findings are summarized in relation to the three main objectives of this 

dissertation. In addition, attention is given to the theoretical implications and limitations, as well as the 

practical guidelines following from these studies. Finally, future research directions are identified.  

 

Table 1.1. provides an overview of every chapter’s content, theory, study methods and main results. The table 

also indicates to which research questions the chapters contribute. We only included research question 1 in 

chapter five as the context is explicitly included in the theoretical framework of that chapter. However, as the 

context affected the HR-outcomes that are targeted and the methods applied, research question 1 is implicitly 

present in every chapter.  
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Table 1.1. Overview of the empirical chapters of this dissertation 

RQ  Chapter  Theory  Study methods  Results 
2 & 3  Chapter 2: How to foster the 

well-being of police officers: 
The role of the performance 
management system 

 HRM system strength theory 
(Bowen & Ostroff, 2004) 
& 
Job Demands Job Resources 
model (Karasek, 1979) 

 Cross-sectional 
single-source 
survey design 

 Combining performance planning with performance 
evaluation affects job satisfaction and strain, through 
satisfaction with performance management  

2 & 3  Chapter 3: The effects of 
performance management on 
relational coordination in 
policing: The roles of content & 
process 

 HRM system strength theory 
(Bowen & Ostroff, 2004); 
Relational coordination (1999; 
2010) 
& 
Goal-setting theory (Brown & 
Latham, 2002) 

 Cross-sectional 
single-source 
survey design  
& 
Experimental study 

 Performance management distinctiveness moderates 
the relationship between team-related content and 
relational coordination. 
Distinctiveness is also indirectly related to relational 
coordination, through diffusion of responsibility. 

2 & 3  Chapter 4: “One way is not the 
other”: How Team Leaders’ 
Implementation of 
Performance Management 
System Strength affects Helping 
Behaviour in Work Teams 

 HRM system strength theory 
(Bowen & Ostroff, 2004) 
& 
The leadership theory 
literature (Bass, 1990) 

 Cross-sectional 
multi-source survey 
design 

 Transformational leaders and certain characteristics of 
transactional leaders (i.e. contingent reinforcement) are 
more likely to implement a strong performance 
management system. This leads to higher helping 
behaviour in teams, through more shared perceptions  
on performance management. 

1, 2 & 3  Chapter 5: When Does 
Performance Management 
Foster Team Effectiveness? A 
Mixed-Method Field Study on 
the Influence of Environmental 
Extremity 

 HRM system strength theory 
(Bowen & Ostroff, 2004) 
& 
Situational strength theory 
(Meyer et al., 2010) 

 Mixed-methods, 
multi-source 
research design  

 Four features affect team effectiveness, but vary under 
environmental extremity conditions.  
Constructive feedback and vertical alignment become 
less important in higher extreme environments. 
Consistency and two-way communication become more 
important in higher extreme environments.  
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CHAPTER 2: How to foster the well-being of police officers: The role of the 

performance management system2 
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“When it would be business as usual to have [a performance management system] every few years, then it 

would be perceived as less formalized, then that stress would be gone as well.” 

- 

Police officer, female, 7 years of experience 
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This study focuses on employee performance management in policing. We specifically aim to contribute to a 

better understanding of how the combined effect of performance planning and performance evaluation fosters 

the well-being of police officers. In the slipstream of public sector reforms many public organizations adopted 

employee performance management. Although such system is found to increase performance, it might 

simultaneously elevate job demands, jeopardizing employee well-being. Based on data gathered in one of the 

largest police departments of Belgium, structural equation modelling results demonstrate that the 

combination of performance planning and evaluation positively affects police officers’ well-being. Satisfaction 

with the system was found to explain this relationship. The findings imply that police forces should ensure that 

performance evaluations are preceded and combined by performance planning in order to foster well-being.  
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2.1. INTRODUCTION 

In this paper, we focus on the combination of both performance planning and performance evaluation as two 

important stages of the employee performance management system and examine how it relates to well-being. 

Based on Human Resource Management (HRM) system theory (Appelbaum, Bailey, Berg, & kalleberg, 2000; 

Bowen & Ostroff, 2004) and the Job Demand Control model (Karasek, 1979), we develop a conceptual model 

that explores the relationship between the employee performance management system and the job 

satisfaction and strain of police officers. 

Public organizations witnessed two main reforms during the past decades. First, New Public Management 

aimed for the public sector to evolve from bureaucratic organizations towards more accountable, efficient and 

less centralized ones (Walker, Boyne, & Brewer, 2010). Second, New Public Governance resulted in public 

organizations with a stronger emphasis on competition and responsibility towards the users of public services 

(Osborne, 2006). Such reforms significantly altered the HRM policies and inspired performance-based 

approaches to manage civil servants (Brown, 2004; Leisink & Knies, 2018). In this regard, employee 

performance management, which refers to several HR practices to outline, oversee and assess employees’ 

performance throughout a cyclical process from planning to evaluation (Bauwens, Audenaert, Huisman, & 

Decramer, 2017), became widely used by public organizations (Moynihan, 2008; Walker et al., 2010).  

While these reforms target more efficient and effective public organizations, scholars warn that they might 

simultaneously increase job demands (Diefenbach, 2009). By increasing job demands without considering 

what is offered in return, many public organizations are prone to create an unbalanced work environment 

(Audenaert, Decramer, George, Verschuere & Van Waeyenberg, 2016). Such imbalance has long been recognized 

to increase stress, decreasing employees’ well-being (Noblet & Rodwell, 2009; Karasek, 1979). Indeed, several 

studies indicate that employee performance management increases performance outcomes, such as 

organizational citizenship behaviour (Bauwens, et al., 2017) and innovative behaviour (Audenaert et al., 2016), 

but an equal amount of criticism geared towards a negative effect of employee performance management on 

civil servants’ well-being, such as lower job satisfaction (Pick & Theo, 2017) or frustration towards the system 

(Coutts & Schneider, 2004). Some scholars even suggest the need for a trade-off between organizational and 

well-being outcomes when implementing HRM by stating that “enhanced organizational performance is 

achieved at the cost of reduced employee well-being” (Van de Voorde, Paauwe, & Van Veldhoven, 2012 p. 393). 

However, impaired well-being is not only problematic for civil servants, but, on the long term, also for the 

public organization itself (e.g. Giauque, Anderfuhren-Biget, & Varone, 2013; Gould-Williams, & Davies, 2005; 

Håkansson & Ahlborg, 2016) as well-being determines employees’ work motivation, productivity and work 

quality (Guest, 2017; Tayler & Westover, 2011; Vermeeren, Kuipers, & Steijn, 2014). Nevertheless, research on how 
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these performance-oriented reforms affect employee well-being remains scarce. Even more, recent research 

revealed that when employees are accounted on expectations that were not previously determined, negative 

side-effects of employee performance management are more likely to emerge (Audenaert et al., 2016; Van 

Waeyenberg & Decramer, 2018).  

Reasoning from these emerged negative findings when implementing a single performance management 

practice and building on HRM system theory (Appelbaum et al., 2000; Bowen & Ostroff, 2004), we argue that 

employee performance management as a system, i.e. when the performance evaluation is preceded by clear 

expectations (Decramer, Smolders, & Vanderstraeten, 2013), can avoid these negative side-effects (Butterfield, 

Edwards, & Woodall, 2007; Purcell & Hutchinson, 2007). Such assumptions are confirmed for performance 

outcomes, such as civil servants’ innovative behaviour (Audenaert et al., 2016) and performance (Jung & Lee, 

2013), but not yet for well-being outcomes. The current study addresses this lack of knowledge by exploring 

whether employee performance management as a system positively affects employees’ well-being. When the 

combination of performance planning and evaluation would be recognized as a key condition that determines 

well-being, this may be an eye-opener for public managers that seek to foster performance while not harming 

their staff’s well-being.  

In addition to examining the overall system’s effect on employee well-being, this study wants to understand 

how this relationship comes to existence. In understanding the effects of HRM systems, such as employee 

performance management, on civil servants’ well-being, scholars underscore the importance of employees’ 

attribution to employee performance management (Sharma, Sharma, & Agarwal, 2016; Jose & Mampilly, 2012). 

Even more, previous research revealed that the mere presence of employee performance management can 

trigger negative perceptions in public organizations (Decramer et al., 2015) and police forces more specifically 

(Coutts & Schneider, 2004; Kai-Ting, 2012). Hence, we examine whether the implementation of employee 

performance management as a system will create more satisfaction with employee performance 

management, consequently fostering police officers well-being.  

Hence, this study contributes to our knowledge of employee performance management and its effect on well-

being in two important ways. First, we examine how well-being is affected by the combination of both the 

performance planning and evaluation. Moreover, we focus on how police officers’ affectively react towards the 

system by examining the mediating role of employee performance management satisfaction. Understanding 

how well-being can be improved rather than undermined by employee performance management, is of 

practical value to organizations that invest in such systems.  



76                                                                                             PERFORMANCE MANAGEMENT & WELL-BEING 

 

Second, we address these issues in an understudied organization: the police force. Police forces are generally 

considered late-adopters of performance-management reforms, resulting in less scholarly attention (Barton & 

Barton, 2011; Butterfield et al., 2007; Dick, 2011). However, police officers constitute a risk group in the study of 

well-being (Noblet, Rodwell, & Allisey, 2009). Police officers not only face dangerous, highly demanding 

situations (Van Thielen, Decramer, Vanderstraeten & Audenaert, 2018) but are also confronted with ambiguous 

and sometimes even opposing goals, such as simultaneously keeping peace, enforce the law and assuring 

fairness towards the citizens (Hrabluik, Latham, & McCarthy, 2012; Vandenabeele, Leisink, & Knies, 2013). Also, 

police officers are street-level bureaucrats who go in direct interaction with citizens when performing their 

job, implying that they are confronted with a continuous dilemma between rigidly following the rules and high 

levels of discretionary authority (Lipsky, 2010). Such situation yields the need for clear performance objectives 

and expectations that narrow police officers’ scope but simultaneously turns the implementation of such an 

effective HRM system to be extra difficult (Lipsky, 2010). Hence, the high-demanding work environment, the 

ambiguous expectations and the high discretionary room of police officers warrants the study of the employee 

performance management system, employee performance management satisfaction and well-being in this 

particular context.  

In what follows, we elaborate on the different concepts and theories of the study and present the hypotheses. 

After explaining the methods employed, the analyses are reported and the results are discussed. Finally, the 

theoretical and practical implications as well as the limitations of our findings are reported. 

 

2.2.  THEORETICAL FRAMEWORK 

2.2.1. The Employee Performance Management System and Police Officers’ Well-Being 

The employee performance management system is a narrowed form of the broader concept of performance 

management as it solely applies to employees. The employee performance management system implies an 

HRM system that serves to continuously monitor the performance of employees. As such, it ensures that 

employees’ efforts are aligned with the overall organizational objectives (Aguinis & Pierce, 2008).  

Building on HRM strength theory (Bowen & Ostroff, 2004), this study explores how the overall employee 

performance management system relates to employee well-being. Considering employee performance 

management as a system implies a cycle in which the different performance management stages are aligned. 

The goals are set during the performance planning stage. Afterwards, the same goals are monitored and, 

eventually, discussed during the performance evaluation stage (Aguinis, 2013; Walker et al., 2010). Such 
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systems allow police officers to deduce what their organization expects from them and how they should 

behave in a certain situation (Kehoe & Wright, 2013).  

In contrast, when performance planning is not combined by performance evaluation, it sends mixed messages. 

Such mixed messages are more likely to increase perceptions of job demands, because, without offering them 

an integrated system, police officers would first have to make sense out of what is expected from them. This is 

in line with Claes, Van Loon, Vandevelde and Schalock (2015) suggestion to use an integrated approach when 

implementing evidence-based practices. Sending mixed messages through a badly integrated employee 

performance management system can be especially detrimental for police officers. These employees are 

inherently confronted with a complex and contradicting bundle of job demands (Brunetto, Teo, Shacklock, & 

Farr-Wharton, 2012) putting their well-being under pressure. 

This study focuses on two paramount aspects of police officers’ well-being: job satisfaction and strain. Job 

satisfaction refers to subjective judgments about the work situation. It concerns satisfaction with the job as a 

whole (Taylor & Westover, 2011). Strain refers to the psychological and physiological response of police officers 

to experienced stressors, which are the conditions or events creating demands that exceed the individual’s 

adaptive resources (Giauque et al., 2013; Morgan, Semchuk, Stewart, & D’Arcy, 2002).  

Based on the Job Demand Control model (Karasek, 1979) and the HRM adaptation of Job Demands-Resources 

model (Bakker & Demerouti, 2007), we expect that employee performance management as a system is able to 

increase police officers’ well-being. More specifically, the Job Demand Control model (Karasek, 1979) states 

that having a sense of control in one’s job can help to buffer the impact of job demands on well-being. Police 

officers, who face high job demands, are likely to experience more stress and less satisfaction, unless they are 

provided with a sense of control in their job (Bakker & Demerouti, 2007; Giauque et al., 2013). Employee 

performance management can provide such a job control mechanism. The employee performance 

management system can mitigate the problems of having multiple demands as it redirects police offers 

efforts and attention to the same goals and expectations that are evaluated (Aguinis, Gottfredson, & Joo, 2012; 

Audenaert et al., 2016).  

In other words, the clear and congruent expectations that precede police officers’ evaluation enable police 

officers to have a clearer focus on their jobs. Such clear focus will engender more perceived control (Audenaert 

et al., 2016; Jung &  Lee, 2013) and will help police officers to cope with their high job demands, resulting in 

lower strain and more job satisfaction.  

In support of this argument, Coutts and Schneider (2004) observed that police officers who experience 

performance evaluation in isolation considered performance management to be unhelpful in making sense of 
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their expectations and standards. In contrast, an overall employee performance management system is found 

to generate affective commitment, suggesting that an overall system makes the performance expectations 

and how to fulfil them more clear (Van Waeyenberg, Decramer, Desmidt, & Audenaert, 2017). Based on the 

above rationale and supporting empirical studies, we hypothesize: 

Hypothesis 1: the employee performance management system is (a) positively related to job satisfaction and 
(b) negatively related to strain. 

 

2.2.2. The Mediating Role of Employee Performance Management System Satisfaction 

We expect that police officers’ satisfaction with employee performance management, as a value judgement, 

will explain the relationship between the employee performance management system and well-being. Police 

officers can react positively or negatively to the presence of employee performance management, where 

anecdotal evidence from the UK and the US suggest that the latter frequently occurs (Barton & Barton, 2011; 

Hough, 2010). The implementation of such systems are likely to generate these value judgements (Decramer et 

al., 2013; Van Waeyenberg & Decramer, 2018). Findings from HRM literature suggest that satisfaction with HRM 

fulfils a key role in connecting HRM processes with outcomes, such as employee well-being (Khilji & Wang, 

2007; Kinnie, Hutchinson, Purcell, Rayton, & Swart, 2005). Accordingly, Decramer et al. (2013) argue that in 

order for employee performance management to positively influence behaviour and future development, 

employees must first experience positive reactions towards the system. Because when clear expectations 

about what is evaluated are transferred, police officers will experience greater employee performance 

management satisfaction. Subsequently, such positive perceptions will counter feelings of resistance towards 

the system and will lower job pressure, ultimately resulting in higher satisfaction and less strain (Van 

Waeyenberg, Decramer et al., 2017). 

In support of this argument, the employee performance management system is found to be related to higher 

satisfaction with the system by civil servants (Decramer et al., 2013). Others have demonstrated how positive 

HRM perceptions relate to job satisfaction (Piening, Baluch, & Salge, 2013) and lower intent to leave (Boon, Den 

Hartog, Boselie, & Paauwe, 2011). We hypothesize the following: 

Hypothesis 2: The relationships between the employee performance management system and (a) job 
satisfaction and (b) strain, are mediated by employee performance management system satisfaction. 
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Figure 2.1. Conceptual Framework Chapter 2 

 

 

2.3. METHOD 

2.3.1. Study Context 

To examine the impact of the employee performance management system on police officers’ well-being, a 

survey was conducted at one of the largest Belgian Local Police Forces. Studying the topic of employee 

performance management in the setting of a Belgian Local Police Force is particularly relevant because they 

started to use an exemplary employee performance management system under the influence of New Public 

Management. As formalized in the royal resolution of December 20, 2007, art. 7, each police officer should 

receive a performance planning that consists of a conversation between the employee and the supervisor to 

determine the operational and individual goals and competences. After two years, the same aspects should be 

discussed and evaluated during a performance evaluation stage, which ultimately leads to the establishment 

of new goals. In between each performance planning and evaluation stage, a follow-up stage is possible but 

not formally obligated.  

 

2.3.2. Participants and Procedure 

After pre-testing, a questionnaire was distributed via e-mail in November and December 2012 to an entire 

Local Police Department of 1229 police officers. The police officers were individually invited to participate to 

the research with an introduction mail explaining the purpose of the research, guaranteeing the anonymity 

when participating and clarifying the method of filling in the questionnaire online. After several reminders by 

mail, a total of 356 completed questionnaires were obtained. This represents a response rate of 20.8% which is 

common in organizational research (Baruch & Holtom, 2008; Messersmith, Patel, & Lepak, 2011). Since different 
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HRM systems are used for different job groups (Lepak & Snell, 2002; Decramer et al., 2013; Audenaert, George & 

Decramer, 2018), we have chosen to keep our sample focused on police officers. Indeed, street-level 

professionals, such as police officers, are educated, trained and socialized in a different way than other job 

groups in the police force (Evans, 2010; Hupe & Hill, 2007; Lipsky, 2010). Therefore, we focused our sample on 

the operational staff and we excluded the support staff. 

 

2.3.3. Measurements 

We exclusively used validated scales to measure the dependent and independent variables. Scales were made 

by averaging the remaining items. All items are included in appendix (see 7.1. Appendix Chapter 2). The items 

and Cronbach’s alphas are in the Appendix. 

Job satisfaction. was measured with the three-item construct from Cammann, Fichman, Jenkins, and Klesh 

(1979). An example item is “On the whole, I like to work at this local police department”. The items were 

measured on a seven-point Likert scale ranging from 1 (“totally disagree”) to 7 (“totally agree”).  

Strain. We assessed strain using items from the General Health Questionnaire (GHQ-12) (Goldberg, 1972; Hu, 

Stewart-Brown, Twigg, & Weich, 2007). The GHQ-12 is widely used in many settings and languages and is a 

reliable measure of strain (Hu, Stewart, Brown, Twigg, & Weich, 2007). Because previous studies indicate a 

conceptual difference between positive and negative mental health (Presseau, Johnston, Johnston, Elovainio, 

Hrisos, et al. 2014), this study only includes the six negatively worded items from the GHQ-12 (Vilagut, Forero, 

Pinto-Meza, Harode, Graaf, et al. 2013). An example question is “In the last month have you been feeling 

unhappy and depressed?”. Answers ranged from 1 (“totally not”) to 4 (“much more than usual”). High scores 

represent  a higher level of strain. 

Employee performance management system satisfaction. We measured employee performance management 

system satisfaction using the construct of Decramer et al. (2013). The measurement consists of two questions. 

An example item is “how satisfied are you with the way your goals are set?”. The respondents answered on a 

scale from 1 (“totally dissatisfied”) to 7 (“totally satisfied”).  

The employee performance management system was measured with the validated scale of Decramer, 

Smolders, Vanderstraeten and Christiaens (2012). Whereas most studies measure employee performance 

management by including one practice, i.e. the performance appraisal stage, the current study is interested in 

employee performance management as a system. Therefore, we combined the sub-scales of two important 

stages of the employee performance management cycle according to the performance management system of 

the Belgian Police: the performance planning stage and the performance evaluation stage. The original scale 
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includes eight items about the content of the planning and eight questions about the content of the 

evaluation. As the scale consists of two subscales, we preliminary performed exploratory factor analyses (EFA) 

and examined whether factor loadings on the desired factor were above .50 (Osborne and Costello 2004), 

cross-loadings between factors were below .40 (Bernhard, Knibbe, Von Wolff, Dingoyan, Schultz, & Mike, 2015) 

and if there was a differential of .20 or bigger between the factors (Van Dyne, Graham, & Dienesch, 1994). The 

EFA resulted in a combined scale of employee performance management system measuring performance 

planning with four items and performance evaluation with five items. We additionally controlled for multiple 

variable collinearity and acceptable reliability estimates for the separated sub-scales as a composite measure 

can result in over- or underestimated effects (Shaw, Delery, Jenkins, & Gupta., 1998). The value of the variance 

inflation factor (VIF) ranged between 1.08 and 2.05, the tolerance value caused no reasons for concern either 

and the Cronbach’s alpha for the separate scales surpassed |.70| (Gujarati, 2009). These findings fit into the 

HRM system approach, assuming that the bundle of HR practices amounts to more than the sum of the 

separate parts (Kuvaas, 2008; Vermeeren, 2014). An example item of the performance planning measure is 

“During the planning stage, we discuss which competences I should acquire”. An example item concerning the 

evaluation stage is “I am evaluated based on my results”. All items were measured on a seven-point Likert 

scale ranging from 1 (“totally disagree”) to 7 (“totally agree”). The higher the score of the scale, the more, on 

average, the police officer perceives that employee performance management is applied as a system. 

Controls. The study included control variables that may affect our outcome variables. For instance, gender has 

already been associated with different levels of stress in the public sector (Håkansson & Ahlborg, 2016). Age, 

educational level and job position are found to be related to well-being in government jobs (Decramer et al., 

2015; Wang, Tao, Ellenbecker, & Liu, 2012). The age of the respondents (Seniority) was asked and recoded into 

two categories. The first category ranges from the age of 22 to the age of 34 (Juniors) (coded 0). The second 

category ranges from the age of 35 to 64 (Seniors) (coded 1). We also controlled for gender (Sex) (male coded 

0, female coded 1) and educational level (No higher education coded 0; higher education coded 1). Finally, we 

also controlled for the function of the police officer (Function) because in Belgium there is a difference in 

responsibilities between police agents (= coded 0) and inspectors (= coded 1). For instance, police agents are 

not allowed to carry firearms.  

 

2.3.4. Common method Bias 

This study relies on perceptual data collected through self-reported surveys which may imply common method 

bias (George & Pandey, 2017). As the study is interested in how perceptions of the applied employee 
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performance management system affect employees’ well-being, the study relies on data on perceptions, 

judgements and feelings to understand the HRM-performance linkages. As self-reported data is the only 

manner to grasp such aspects, the use of perceptual data collection is justified. However, the need for 

considerable attention to the possible issue of common method bias remains essential (George & Pandey, 

2017; Podsakoff, MacKenzie, & Podsakoff, 2012). Therefore, we applied ex-ante remedies and ex-post statistical 

analyses to overcome the issue of common method bias. The ex-ante remedies involved using published 

measures to enhance their validity, developing the survey with clear and noncomplex questions, clearly 

labelling response options and including a psychological time lag separating the questions over several pages 

divided by buffer pages (Podsakoff et al., 2012). Finally, a cover letter stressed the importance of respondents’ 

own opinion and that answers could not be wrong or right. Ex-post statistical analysis includes a single-

common-method-factor approach during the confirmatory factor analyses (CFA). We report the results 

hereafter. 

 

2.4. ANALYSES 

To test the proposed relationships, we followed the two-step method of Anderson and Gerbing (1988), in which 

we tested alternative measurement models to establish the convergent and discriminant validity of our latent 

variables with CFA, and subsequently, alternative structural models with structural equation modelling (SEM) 

to compare relevant relations between the latent variables. The advantage of SEM as a statistical technique is 

that it enables to combine factor analysis with regression analyses to test the hypotheses (Kline, 2011). To 

evaluate our models we used indicative values of the comparative fit index (CFI) above 0.90, the root mean 

square error of approximation (RMSEA) around 0.06 and the standardized root mean square residual (SRMR) 

below 0.08 (Hu & Bentler, 1999). Furthermore, we applied Satorra-Bentler correction of the X² as this method 

is more robust against violations of non-normality (Kline, 2011). We performed our analyses in Rstudio 

complemented with the Lavaan package (Rosseel, 2012).  

 

2.5. RESULTS 

Table 2.1 describes the sample in greater detail by providing the numbers of respondents, the frequencies of 

the control variables, the means, the standard deviations, the minimum and maximum values of the 

continuous variables. 
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2.5.1. Measurement Model 

The hypothesized four factor measurement model demonstrates the best fit with the data (X²(183)=456.762, 

CFI=0.890, RMSEA=0.09 and SRMR=0.064) compared to alternative models. We summarize these results in 

table 2.2. The significant reduction of fit of the one factor model (ΔX²( Δdf=6)=1,126, p<0.001) suggests that 

common method bias should not be a concern in our sample. A correlation analysis was conducted on the final 

constructs of the continuous variables. These results are summarized in table 2.3. 

 

2.5.2. The Structural Model 

We tested five competing SEM models with the Satorra-Bentler correction as this method is more robust 

against violations of non-normality. The hypothesized model considered the performance management system 

to affect job satisfaction and strain through satisfaction with performance management. The (robust) fit 

indices suggest that this model has an acceptable fit to the collected data (X²( Δdf=259)=442.20, CFI=0.897, 

RMSEA=0.072, SRMR=0.068). We compared this model with alternative models, including the control variables’ 

effect on the outcome variables, such as a model including only direct relationships between the performance 

management system and well-being and satisfaction (alternative model 1: ΔX²(Δdf=2)=13.36, p< 0.001), an 

alternative model with only indirect relationships (alternative model 2: ΔX²(Δdf=2)=0.85, p>0.1) and models in 

which we include a causal relationship between the outcome variables (alternative model 3: causal 

relationship job satisfaction  strain: ΔX²(Δdf=4)=2.55, p>0.1 and alternative model 4: causal relationship 

strain  job satisfaction: ΔX²(Δdf=4)=2.54, p>0.1). As shown by the ΔX² and in Table 2.4., none of these models 

demonstrate a significant improved fit compared to the hypothesized model. Hence, we further build on the 

hypothesized model to test our hypotheses. 
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Table 2.1 Descriptive findings  

 

 

 

Table 2.2 Measurement models and fit indices 

 

 

 

Characteristics N % 
Seniority:  
Juniors (22 to 34 years) 
Seniors (35 to 64 years) 

 
73 respondents 
110 respondents 

 
39.7% 
60.1% 

Sex: 
Male 
Female  

 
57 respondents 
126 respondents 

 
31.1% 
68.9% 

Higher education: 
No Higher education  
Higher education 

 
121 respondents  
58 respondents 

 
65.8% 
31.5% 

Function: 
Police agent 
Inspector 

 
20 respondents 
164 respondents 

 
10.9% 
89.1% 

   
Continuous variables N Min  Max  Mean(SD) 
Employee performance management system 184 respondents 1 7 5.07(0.97) 
Employee performance management system 
satisfaction 

184 respondents 1 7 4.37(1.41) 

Strain  184 respondents 1.25 3.42 1.94(0.43) 
Job satisfaction 184 respondents 2.67 7 5.87(0.99) 

 X²(df) CFI RMSEA SRMR 
1 factor (CMB) 1582.734(189) 0.439 0.200 0.184 

2 factor model (system and outcomes) 873.637(188) 0.724 0.141 0.110 
3 factor model (system, system satisfaction, 
outcomes 

2692.959(210) 0.818 0.115 0.098 

4 factor model (system, system satisfaction, 
job satisfaction, strain) 

1099.051(344) 0.795 0.109 0.077 

Alternative 4 factor model (based on EFA) 456.762(183) 0.890 0.09 0.064 
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Table 2.3. Correlation Table of the Continuous Variables 

 
 
 
 

 
 
 
 

 

Table 2.4 The Hypothesized Model and Alternative Models and Fit Indices 

 X²(df) CFI RMSEA SRMR 
Hypothesized model (direct + indirect effects) 442.20(259) 0.897 0.072 0.068 

Alternative model 1 (direct effects only) 455.52(261) 0.890 0.074 0.077 
Alternative model 2 (indirect effects only) 443.61(261) 0.897 0.072 0.067 
Alternative model 3 (causal effect job satisfaction  
strain) 

445.34(263)  0.898 0.071 0.068 

Alternative model 4 (causal effect strain  job 
satisfaction) 

447.28(261) 0.896 0.072 0.075 

 

 

2.5.3. Hypothesis Testing 

As proposed in the first hypothesis, we assume that the employee performance management system positively 

relates to well-being. Table 2.5. demonstrates (marginal) significant effects between the performance 

management system such that, on average, when the system increases with a value of one, job satisfaction 

increases with a value of 0.36 (p >.00) and strain decreases with a value of 0.15 ( p=.07). Hypothesis 1 could be 

confirmed.  

 1 2 3 4 
1. Employee performance management system 1    
2. Employee performance management system satisfaction .621** 1   

3. Job satisfaction .260** .400** 1  
4. Strain -.144† -.248** -.416** 1 
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Table 2.5 Results for Structural Equation Modeling 

 Employee performance 
management system 

satisfaction 
b(SE) 

Strain 
b(SE) 

Job satisfaction 
b(SE) 

Seniority -0.06(.15) 0.27(.11) 0.26(.10) -0.14(.11) -0.12(.11)* 

Sex 0.14(.15) -0.06(.12) -0.04(.12) -0.06(.12) -0.07(.14) 

Higher education 0.18(.15) -0.06(.12) -0.04(.12) -0.09(.12) -0.12(.12) 

Function 0.21(.28) -0.21(.25) -0.18(.24) 0.11(.23) 0.06(.24) 

Employee performance 
management system 

0.95(.17)*** -0.15(.08)† 0.03(.09) 0.36(.11)** 0.06(.11) 

Employee performance 
management system 
satisfaction 

  -0.17(.07)*  0.29(.08)*** 

Direct effect   0.03(.09)  0.06(.11) 

Indirect effect   -0.17(.08)*  0.27(.08)*** 

Total effect   -0.14(.08)†  0.34(.10)*** 
Note: we report the unstandardized coefficient with the standard errors in parentheses.  
p-value: † p<.1; *p<.05; **p<.01; ***p<.001 
 

 

Hypothesis 2 predicts that employee performance management satisfaction mediates the relationship 

between the employee performance management system and the well-being outcomes. Results indicate that 

when the perceptions of performance management as an overall system increases with one value, 

performance management system satisfaction increases with 0.95 (p <.000). When performance management 

system satisfaction increases with one value, on average, job satisfaction increases with a value of 0.29 

(p<.000) and strain decreases with a value of 0.17 (p<.02). These results support the mediational hypothesis. 

The performance management system was no longer significantly related to job satisfaction (b=0.06, p=.56) 

and strain (b=0.03, p=.75). This insignificance of both direct effects between the performance management 

system and the well-being outcomes should be primarily understood as indirect effects of performance 

management on strain and job satisfaction based on the system’s effect on the satisfaction with employee 

performance management. We report the unstandardized estimates and the standard errors including direct, 

indirect and total effects in Table 2.5. 

We also reran the hypothesized model in bootstrapping with 1000 samples in order to control for the 

robustness of our model, which generated the same significant effects. The direct effect on strain was 0.03, CI 
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[-0.22; 0.24] and job satisfaction was 0.06, CI[-0.16; 0.45]. The indirect effect on strain was -0.17 CI[-0.36; -

0.03] and job satisfaction was 0.27 CI[0.13; 0.47]. Finally, we also controlled for multicollinearity in the two 

final models. The VIF-values and tolerance values raised no reasons for concern (Gujarati, 2009).  

 

Figure 2.2. Final Structural Model (unstandardized estimates) 

 

Note: N=184. Significant relations are shown in bold, non-significant relationships in dashes. The impact of  
control variables is not depicted in the figure but is mentioned in table 2.5. p-value: † p < .1; *p<.05; **p<.01; 
***p<.001 
 

2.6. DISCUSSION  

As a side-effect of public sector reforms, performance-based approaches of HRM, such as employee 

performance management (Leisink & Knies, 2018), might decrease well-being due to increased job demands 

(Diefenbach, 2009). Especially at police forces, where multiple competing job demands are omnipresent 

(Vandenabeele et al., 2013), employee performance management can decrease police officers’ well-being when 

employee performance management is poorly applied. Based on HRM system strength theory (Appelbaum et 

al., 2000; Bowen & Ostroff, 2004) and the Job Demand Control model (Karasek, 1979), this study examined 

employee performance management as a system in relation to police officers’ well-being mediated by 

employee performance management system satisfaction. The findings in these studies let us assume that the 

presence of every stage of employee performance management is needed in order to generate beneficial 

effects. 
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2.6.1. Theoretical Implications 

From a theoretical point of view, our study endorses the value of the Job Demand Control model (Bakker & 

Demerouti, 2007; Karasek, 1979) and HRM system strength theory (Appelbaum et al., 2000; Bowen & Ostroff, 

2016), as theoretical lenses from organizational psychology and HRM to employee performance management.  

A recent review has found that the work intensification from HRM can lead to better performance although it 

simultaneously may harm employee health (Van de Voorde et al., 2012). The current study is able to contradict 

the assumed necessity of a trade-off between organizational and employees’ well-being outcomes when 

implementing the HRM system of employee performance management (Godart, 2001; Guest, 2017). The study 

complements previous scholarship of employee performance management’s effect on performance outcomes 

(Audenaert et al., 2016; Decramer et al., 2015) by demonstrating that police officers’ well-being is increased 

when the line managers implement employee performance management as an overall integrative system. This 

is also in line with the suggestion of Claes et al. (2015), who advocate the use of an integrative approach when 

implementing evidence-based practices such as employee performance management. Specifically, we found 

that employee performance management is beneficial to employee job satisfaction and decreases strain when 

it is implemented as a system entailing both the planning and the evaluation stage. Our findings thus add to 

previous research who examined one stage of employee performance management and found negative 

effects. When merely the employee performance management planning stage (Decramer et al., 2015) or the 

performance appraisal stage (Coutts & Schneider, 2004) were addressed. 

We also add to previously found unintended effects of employee performance management (Coutts & 

Schneider, 2004; Decramer et al., 2015), by indicating that it is highly relevant to examine the civil servants’ 

own valuation of employee performance management in order to find explanations for the relationship 

between the employee performance management system and well-being. More specifically, the findings in this 

study complement HRM studies that demonstrate a relationship between employee performance management 

satisfaction and performance outcomes (Van Waeyenberg et al., 2017), by demonstrating that employee 

performance management satisfaction is positively related to employee well-being. This is an important 

finding as there is a need for more insights into how employee performance management is perceived 

(Jacobsen & Anderson, 2014). Moreover, by finding that employee performance management satisfaction 

explains why the employee performance management system fosters well-being, we are able to understand 

how employee performance management relates to well-being. This finding echoes the broad HRM literature 

that suggest that value judgements of HRM are fulfilling a key role in explaining a relationship between HRM 

and desirable outcomes (Khilji & Wang, 2007; Kinnie et al., 2005).  
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Furthermore, our study contributes to the limited research on New Public Management and New Public 

Governance reforms in police environments (e.g. Barton & Barton, 2011; Butterfield et al., 2007; Dick, 2011), 

which were only been received with lukewarm welcome within policing (Hough, 2010). Police forces are a 

subsector of the public sector that is characterized by very demanding jobs, because of the danger they face, 

but also due to the lack of clear means to end solutions in numerous situations they encounter (Van Thielen et 

al., 2018). On top of that, police officers are street-level bureaucrats that are hard to manage as they 

experience high levels of discretionary room (Lipsky, 2010). The study demonstrates that employee 

performance management can be a management tool that fosters well-being instead of further increasing 

their job demands. As such, we add to the limited research on which impact the recent management reforms 

have on police officers and on how these employees can be effectively managed, preventing them to abuse 

their discretionary authority.  

 

2.6.2. Lessons Learned 

From a practical point of view, our findings imply the importance of implementing employee performance 

management as a system. More specifically, our findings let us assume that it is important to create clear 

expectations that are also evaluated afterwards. We recommend organizations to implement both a planning 

stage and an evaluation stage to generate positive effects on employee well-being by employee performance 

management. 

One way to guarantee an effective implementation of the whole system of employee performance 

management, is by well-considering the supervisors who implement employee performance management. The 

importance of the role of the supervisor for HRM is already recognized in the HRM literature (Den Hartog, 

Boselie, & Paauwe, 2004; Piening, Baluch, & Salge, 2013) and, given the importance of implementing employee 

performance management as a system, adequate training and a support system that help supervisors in an 

effective implementation of employee performance management should be provided. 

 

2.6.3. Limitations and Further Research 

The conceptual model of this study is tested based on findings in a cross-sectional study at one police force. 

This enabled us to largely exclude the noise of external factors in our theoretical model, no statements about 

the direction of the relationships, nor the generalizability of our findings, can be made (Pollit, 2005). 

Performing longitudinal studies or testing these relationships in other organizations can strengthen our 



90                                                                                             PERFORMANCE MANAGEMENT & WELL-BEING 

 

findings. Even though we tried to prevent and controlled for common method bias (George & Pandey, 2017), 

other study designs are better able to exclude such issues as well.  

Additionally, apart from focusing on the implementation of employee performance management as a system, 

employee performance management is characterized by other features that may affect police officers’ well-

being (Verheijen & Dobrolyubova, 2007), such as two-way communication (Van Thielen et al., 2018) or 

employee performance management vertical alignment (Decramer et al., 2015). Future research could examine 

the impact of these features in relation to well-being.  

Also, we would encourage research to explicitly consider the impact of the employee performance 

management system on well-being and organizational performance simultaneously. This would further 

strengthen our understanding of both the employee performance management system, performance outcomes 

and well-being.  

 

2.7. CONCLUSION 

In conclusion, our study complements the public management literature on public sector reforms and the 

employee performance management literature that focused on organizational outcomes. Specifically, we 

illustrate how the employee performance management system at police forces can engender well-being. 

Importantly, our study nuances the dominant stereotype of employee performance management as a 

performance-oriented HRM system creating extra job demands that decreases well-being. Our study suggests 

that employee performance management as a system generates lower strain and higher job satisfaction, 

through its beneficial effect on the satisfaction with employee performance management. Hence, when 

effectively implemented, employee performance management can, apart from performance, increase 

employees’ well-being as well. 
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3. CHAPTER 3: The Effects of Performance Management on Relational Coordination 

in Policing: The Roles of Content & Process 3 
 

                                                           
3 This article is under review and received a revise & resubmit for publication in the journal “International Journal of 
Human Resource Management”. 
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“I discuss a team member’s role in the group and how he manifest himself in it and how the group manifest 

itself towards him, because it is an interaction. I find that of utmost importance. I prefer that the employee 

functions in the group, instead of someone that does everything on its own and says: ‘let me do my job en 

leave me alone’. That would make it terrifically difficult at our workplace.” 

- 

Team leader, male, 13 years of experience 
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Members of a team should demonstrate high levels of relational coordination, which refers to the relational 

and communicational ties team members have with each other, to guarantee team performance. Effectively 

managing this behaviour is therefore essential. Building on goal-setting theory combined with HRM system 

strength theory, this study examines how a team-related content of performance management interacts with 

performance management distinctiveness to generate relational coordination. We also try to explain this 

relationship by team members’ perception of self-responsibility for team objectives. When implemented 

effectively, performance management should increase team members’ awareness of their own responsibility 

for team objectives, i.e. lower their perception of diffused responsibility, which is expected to foster relational 

coordination. Two empirical studies of the Belgian Police demonstrate that performance management 

distinctiveness moderates the relationship between the team-related content of performance management 

and relational coordination. The vignette experiment of study 2 further indicates that performance 

management distinctiveness is indirectly related to relational coordination, through a decreased diffusion of 

responsibility for team objectives. These findings demonstrate how performance management fosters 

employees’ relational coordination.  
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3.1. INTRODUCTION 

Multiple organizations are facing the challenges of service-oriented tasks that are highly uncertain, time-

constrained and in need of interdependency among employees (Gittell, 1999). These organizations benefit 

from high levels of relational coordination, which reflects a human capital that is characterized by a strong 

awareness of relationships with the overall work processes and other employees participating in those 

processes. More specifically, relational coordination is the behaviour of frequent, timely, problem-solving 

communication, demonstrating mutual respect and the sharing of goals and knowledge (Gittel, 2000). 

Relational coordination theory predicts its importance for team effectiveness, which has been tested and 

found in numerous studies (Gittell, 1999, 2000; Gittell, Seidner, & Wimbush, 2010; McDermott, Conway, 

Cafferkey, Bosak, & Flood, 2018). Employees demonstrating relational coordination are capable of creating and 

maintaining a network of communication and relational ties.  

A police force is an organization in need of relational coordination, as teams are essential for safety reasons 

and for the highly uncertain, time-constrained tasks (Driskell et al., 2017). When confronted with, for instance, 

an armed robbery, police officers need to count on their colleagues to neutralize the highly demanding 

situation on the spot, while preventing casualties. Recently, police teams are also expected to maintain order 

in a community-oriented way, which implies a service-oriented approach (Easton & Ponsaers, 2010; Fielding & 

Innes, 2006). These indications of effectiveness strongly correspond to relational coordination theory (Gittell 

et al., 2010), rendering policing an interesting subject of how relational coordination can be managed. 

Therefore, it is important to know managerial antecedents of relational coordination. An HR practice that 

manages relational coordination is performance management (McDermott, Conway, Cafferkey et al., 2019). As 

in many organizations, police forces implement this management practice to set goals, monitor and evaluate 

their employees according to the organizational objectives (Aguinis & Pierce, 2008). Recently, questions have 

been raised regarding the effectiveness of performance management in more service-oriented, collaborative 

work environments in need of relational coordination. Some scholars argue that performance management 

even became ineffective, as it was designed to manage performance for less complex and more individually 

oriented tasks (MacBryde & Mendibil, 2003; Mendibil & MacBryde, 2006). This assumption is strengthened by 

scholars specifying undesired, negative effects generated by performance management, such as unethical 

behaviour (Ordóñez & Schweitzer, 2009) or frustration towards performance management (Coutts & Schneider, 

2004). 

Others argue that performance management can be beneficial for new work structures, however strongly 

depending on its design and implementation (Aguinis, 2019). This corresponds to the recent trend in the 

strategic HRM literature to focus on HRM implementation as an explanation for HRM effectiveness (Bondarouk 
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et al., 2016; Bowen & Ostroff, 2004; Sanders et al., 2014). The conviction that performance management 

effectiveness depends on implementation is supported by recent research, finding that differences in 

performance management implementation, such as how consistently the system is applied (Audenaert et al., 

2016) or how fairly the system is perceived (Bauwens et al., 2017), explain its effectiveness.  

The current study takes the same research avenue to address the ongoing debate regarding whether 

performance management is beneficial for new, service-oriented work structures. To study performance 

management implementation we build on both goal-setting theory (Latham & Locke, 2007) and HRM system 

strength theory (Bowen & Ostroff, 2004). The content of performance management is strongly determined by 

the content of the goals, as goals are the main topic during the first goal-setting stage and they further 

determine the monitoring and evaluation stage of performance management (Aguinis, 2019). Goals can have a 

different content, such as behavioural goals, results or team objectives (Aguinis, 2019; Chen & Mathieu, 2008). 

Goal-setting theory examines how goals foster employee motivation and effectiveness (Latham, Seijts, & Crim, 

2008; Quigley, Tesluk, Locke, & Bartol, 2007) and has revealed that the content of goals determines their 

effectiveness (Bipp & Kleingeld, 2011; Porter, 2005; Seijts & Latham, 2005). Despite this knowledge, the 

performance management research field has largely ignored the content when examining performance 

management effectiveness (Brown, O’Kane, Mazumdar, & McCracken, 2018; Latham, Sulsky, & MacDonald, 2007). 

We study whether a team-related content of performance management, referring to goals related to 

teamwork behaviour, attitudes towards other team members and overall team performance, affects relational 

coordination. As such, we increase the robustness of previous findings in the goal-setting literature that are 

based on student samples (Latham & Brown, 2007).  

Furthermore, goal-setting theory is combined with HRM system strength theory, which answers the call of 

Ostroff and Bowen (2016) to simultaneously examine the effects of the content and the implementation of 

HRM systems. The HRM system strength theory is a leading theory in the HRM implementation literature 

(Bowen & Ostroff, 2004; Sanders et al., 2014) that argues that strong HRM systems, i.e., HRM systems that are 

implemented consistently, distinctively and supported by consensus in an organization, are more likely to 

generate desired responses (Bowen & Ostroff, 2004). The theory has been found to explain the positive effects 

of HRM systems in general (Katou, Budhwar, & Patel, 2014; Sanders, Geurts, & van Riemsdijk, 2011) and 

performance management more specifically (Audenaert et al., 2016; Van Thielen et al., 2018).  

This study explicitly focuses on one part of HRM system strength (Bowen & Ostroff, 2004), i.e., performance 

management distinctiveness. Performance management distinctiveness is the conceptualization of how clear, 

understandable and relevant performance management is. Distinctiveness is considered to be the most crucial 
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aspect of HRM system strength (Bowen & Ostroff, 2004), as employees can only change behaviour when they 

are able to know and understand what is expected of them (Hauff, Alewell, & Hansen, 2016; Sanders & Yang, 

2015). We study how the relationship between a team-related content of performance management and 

relational coordination is affected by performance management distinctiveness.  

Furthermore, we are interested in how performance management can initiate cognitive mechanisms within an 

employee to foster relational coordination. We decided to focus on the diffusion of responsibility for team 

objectives as this is “a cognitive process through which accountability for work outputs is transferred to 

others” (Alnuaimi, Robert, & Maruping, 2010, p. 209) and, as such, influences how willing employees are to 

contribute to the team. The diffusion of responsibility for team objectives refers to an employee’s own 

perception that he/she has no responsibility for team objectives, as others are responsible for them. Such 

diffusion of responsibility is undesirable when the aim is relational coordination, as it results in employees 

who feel less accountable to the team (Alnuaimi et al., 2010). Such diffusion of responsibility may 

unintentionally be increased by performance management, when the HRM system only emphasizes individual 

task performance, thus ignoring the team (Aguinis, 2009). We explore whether an appropriate design of 

performance management is able to increase a sense of responsibility for team objectives, i.e., decrease the 

perception of a diffused responsibility for team objectives, and, as such, relational coordination.  

This in depth and nuanced examination of performance management in relation to relational coordination 

contributes to both performance management and relational coordination theory. The study explores these 

relationships on the individual level, which enables us to examine (1) how performance management changes 

individual teamwork behaviour, that is a prerequisite for changing behaviour at the team level and (2) how 

psychological cognitive processes explain changes in behaviour. However, we want to acknowledge that 

aspects related to the team level may explain relational coordination and also performance management may 

be affected by mechanisms at a higher level. For instance, one leader is responsible for implementing 

performance management in the team and shared perceptions may occur and affect individual perceptions 

about HR practices (Bowen & Ostroff, 2004). Even though this falls out of the scope of this study, we want to 

stress our awareness of such higher-level influences and will remain attentive for them in the remaining of 

this chapter.  

The overall conceptual model is depicted in figure 3.1. As visualized, we combine goal-setting theory, by 

including a team-related content of performance management, with HRM system strength theory, by including 

performance management distinctiveness, in our model. Furthermore, we explain this relationship with the 

cognitive process of diffused responsibility for team objectives. The model is tested by two studies. The first 
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explores the relation between the performance management and relational coordination. The second vignette 

experiment tests the causality of this relationship and the explanatory value of diffusion of responsibility for 

team objectives.  

 

Figure 3.1 Conceptual Framework Chapter 3 

 

 

 

3.2. THEORICAL FRAMEWORK  

Relational coordination theory is developed by Gittell (1999) and relates to the communication and relational 

ties that an employee has in relation to (others involved in) their work processes to foster performance. 

Several aspects are proposed to foster relational coordination behaviour, such as the HR practices of selection 

and conflict resolution (Gittell, 2000) or high-performance work systems (Gittell et al., 2010: McDermott et al., 

2018). Gittell (2000) also touched on the importance of performance appraisal, which is a part of performance 

management (Aguinis, 2019), when desiring relational coordination. Others have focused on the benefits of the 

cross-functional nature of performance management to foster relational coordination (e.g., Gittell, et al., 2010; 

McDermott et al, 2018; Lee & Kim, 2019). However, no in depth reflection on performance management 

implementation in relation to relational coordination has been conducted.  

 

3.2.1. Team-Related Content of Performance Management 

We assume that performance management can affect relational coordination when it incorporates a team-

related content. Performance management content should be driven by the strategic goals and values of the 

organization (Aguinis, 2009). For instance, when the strategic goal of a police force is to augment cooperation 

with citizens (Easton & Ponsaers, 2010) performance management should be devised to increase such 

cooperation (Bowen & Ostroff, 2004). When demonstrating teamwork behaviour is important in the 
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organization, performance management should take three types of performance into account enabling such 

desired teamwork behaviour: individual performance, individual contribution to the team and team 

performance (Aguinis, 2019).  

With a team-related content of performance management, we mainly refer to behaviour related to the 

individual contribution to the team and, to a smaller extent, overall team performance. This content refers to 

behaviour and attitudes that are discussed during the performance management process, i.e. the goals that are 

set, monitored and evaluated, and that are related to the team, such as providing more feedback to or 

demonstrating more supportive behaviour towards other team members. This is the opposite of individual-

oriented objectives, such as a programmer that needs to learn a new software program or an engineer at a 

manufactory who needs to demonstrate more creative behaviour (Černe, Nerstad, Dysvik, & Škerlavaj, 2014). 

These individual-oriented objectives may affect the overall team because a change in an individual team 

member will impact other team members who need to closely cooperate with him/her as well (Kozloswki & 

Bell, 2003). However, the link with the team or (an interaction with) team members is not made explicit by 

these individual-oriented objectives (Aguinis, 2019). 

Building on goal-setting theory (Latham & Locke, 2007; Latham, Seijts, et al., 2008), we assume that a team-

related content of performance management will make an employee more aware of the team and how he or 

she can contribute to the team. Employees are provided with clear directions on the behaviours that are 

considered important for the team (Latham & Locke, 2007) that will be further monitored and, eventually, 

evaluated. By including a team-related content in performance management, not only is the team on which 

employees work the object of focus, but their own behaviour towards the team is made explicit as well. By 

setting, for instance, the goal to provide more feedback to other team members, the employee will be more 

aware of his or her own relational and communication ties with the other team members.  

The importance of a team-related content of performance management has been theoretically advocated 

(Aguinis et al., 2013; Denisi & Smith, 2014) but not empirically tested (Brown et al., 2018). However, research 

has focused on the importance of cross-functional performance appraisals (Gittell, 2000; Gittell et al., 2010; 

McDermott et al., 2018) to increase the awareness of ties among employees. In the goal-setting literature, 

behavioural goals are identified to have the strongest effect on teamwork behaviour (Brown & Latham, 2002). 

In addition, Chen, Wu and Leung (2011) indicate that co-operative goals buffer negative reactions towards the 

team. Building on these findings and our theoretical argumentation, we hypothesize: 

Hypothesis 1: There is a positive relationship between a team-related content of performance management 
and relational coordination.  
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3.2.2. Performance Management Distinctiveness 

Building on HRM system strength theory (Bowen & Ostroff, 2004), we further assume that performance 

management distinctiveness may complement the positive effect generated by the team-related content of 

performance management on relational coordination.  

HRM distinctiveness refers to how clear, understandable and relevant the HRM system is (Bowen & Ostroff, 

2004). When such a distinctive performance management system also has a team-related content, the 

employee will be better aware of which team-related behaviour is expected from them (Bowen & Ostroff, 

2004). Consequently, an employee is likely to be more encouraged to demonstrate that behaviour (Kelley, 

1976) and becomes better aware of his/her ties with the team. Performance management distinctiveness also 

clarifies how personal efforts contribute to team or organizational performance. This is likely to further 

motivate employees to display the expected behaviour (Bowen & Ostroff, 2004). Thus, when team-related 

content of performance management is also perceived as relevant, the likelihood of demonstrating relational 

coordination further increases.  

Conversely, when performance management has a team-related content but is not perceived as distinctive, it 

will be harder for the employee to understand which behaviour is desired and why it is relevant to 

demonstrate such behaviour (Bowen & Ostroff, 2004). Such low levels of distinctiveness are likely to obscure 

the message that performance management wants to convey and, given that employees only change their 

behaviour when they actually understand what is expected of them (Sanders et al., 2008), relational 

coordination is less likely to be fostered. The relevance of team-related behaviour or attitude for the team or 

organization is not clarified either, which is likely to decrease motivation to actually demonstrate the 

demanded behaviour (Kelley, 1976). Hence, we assume that the effect of a team-related content of 

performance management on relational coordination will become obscured when performance management is 

not implemented in a clear, understandable and relevant way. 

The moderating effect of distinctiveness has not yet been studied. Recent studies find direct, positive effects of 

HRM system’s distinctiveness, such as a decrease in intentions to leave the organization (Sanders, Dorenbosch, 

& De Reuver, 2008) and an increase in team effectiveness (Van Thielen et al., 2018).  

Hypothesis 2: The positive relationship between a team-related content of performance management and 
relational coordination is moderated by performance management distinctiveness, such that the relationship 
is stronger when distinctiveness is high. 
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3.2.3. Explaining this Relationship through a Decreased Diffusion of Responsibility 

We are also interested in why these relationships occur and examine how a decrease in the cognitive process 

of a diffused responsibility for team objectives may explain the relationship between performance 

management and relational coordination. Alnuaimi et al. (2010) define the diffusion of responsibility as a 

cognitive process through which the responsibility for work output is transferred to others. Diffusion of 

responsibility obscures an employee’s personal agency for team outcomes, consequently weakening his or her 

perception of personal responsibility for those objectives. This psychological mechanism lets an employee 

perceive that others are available to do the work (Alnuaimi et al., 2010). 

We propose that a team-related content of performance management in conjunction with performance 

management distinctiveness, may be able to decrease the undesired psychological mechanism of diffusing 

responsibility for team objectives to others. First of all, by indicating how the content of performance 

management relates to the team, employee’s contribution to the team is made explicit (Aguinis et al., 2013). As 

suggested by goal-setting theory (Brown & Latham, 2002; Chen et al., 2011), such an explicit link to the team 

will automatically increase the cognitive awareness of responsibility for team objectives. As such, the 

employee will feel more responsible to attain these objectives. Furthermore, performance management 

distinctiveness is likely to clarify the team-related content of performance management, increasing the 

likelihood that the intended message of performance management, i.e., a team-related effort, is understood 

correctly (Bowen & Ostroff, 2004). This will further increase employee’s awareness for the team and is likely to 

increase employee’s perception of having personal responsibility for team objectives.  

In addition, performance management distinctiveness clarifies the relevance of personal efforts to higher-

level performance (Ostroff & Bowen, 2016). This is assumed to further decrease the psychological mechanism 

of diffusing responsibility for team objectives to others (Alnuaimi et al., 2010). Employees are more likely to 

understand the importance of the team and to contribute to team objectives, which will evolve in more 

relational coordination (Grant & Parker, 2009). When employees are unaware of how their own efforts 

contribute to the team, they will feel less connected to the team and less willing to work towards team 

objectives (Bowen & Ostroff, 2004). The diffusion of responsibility has been found to explain the 

demonstration of less helping behaviour (Schwartz & Clausen, 1970) or more social loafing (Alnuaimi et al., 

2010) in teams, we hypothesize:  

Hypothesis 3: The positive relationship between a team-related content and performance management 
distinctiveness on relational coordination is explained by a decrease in the diffusion of responsibility for team 
objectives. 
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3.3. METHOD  

To test this theoretical model we conducted two studies. The first cross-sectional survey study tested 

hypotheses 1 and 2. A second study with an experimental research design tried to reconfirm hypotheses 1 and 

2, and, as well as test hypothesis 3.  

 

3.3.1. Study 1 

Study one is built upon data of employees working in police forces in Belgium. A part of this data was 

previously used in a study (Authors, 2018), however, the previous study is related to a different theoretical 

framework and none of the main variables were re-included.  

After receiving approval to conduct the survey at the Belgian Police Force, we contacted 3,391 employees 

working at 18 different police forces throughout Belgium in 2017. The questionnaires were distributed (1) 

through a mail containing a link to the online survey on the Qualtrics software interface or (2) by paper and 

pencil, depending on the preference of the police force. When it was requested, we visited the police force to 

explain the purpose of the study. In other cases, the police force itself notified the employees and asked them 

to participate.  

We always guaranteed full anonymity when completing the questionnaires and ensured that respondents had 

a common frame of reference when asking questions about their team. First, the introduction letter or mail 

was personally addressed and mentioned the team in which they work, based on the organogram of the 

organization. In addition, in the questionnaire, we included a text that indicated what we considered to be a 

team in a police context. We asked the respondents to think about the colleagues with whom they regularly 

cooperate and have work-related contact.  

To prevent common method variance, we took several recommendations of Podsakoff, Mackenzie and 

Podsakoff (2012) into account. We avoided priming effects, by letting respondents answer the dependent 

variable first (Podsakoff, MacKenzie, Lee, & Podsakoff, 2003). We also separated questions by dividing them 

into different themes (i.e., team output, HR practices, demographic information) that were introduced with a 

short explanatory text. We also constructed different scale properties by using different anchor labels. The 

items themselves were kept as simple, specific and concise as possible. We were attentive to item wording to 

avoid stimulating social desirable responses. In addition, we included reverse-scored items on some scales. 

We ended up with 1,068 fully completed respondent questionnaires, resulting in a response rate of 31.49%, 

which is higher than that of most research in policing (Rotenberg, Harrison, & Reeves, 2016). However, as there 

is still a high percentage of non-respondents, we checked for possible non-response bias. We do not have 
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actual response information of non-respondents, but instead compared answers from respondents who 

completed the questionnaire with those who did not fully completed the survey. The results of these 

independent sample T-tests did not raise any concerns. 

Respondents mostly performed an operational task, related to the work in uniform that involves the actual 

enforcement of the law (84%), rather than a support task, which relates to the logistic, support and 

administrative tasks at the police force. This ratio corresponds to the overall figures of the Belgian Police 

(74.99% operational and 26.01% support staff) (Politie, 2017). In addition, 59% of the employees have a primary 

or secondary school degree. The gender ratio was almost the same as that of the overall situation at the 

Belgian Police (74.27% male and 26.73% female; Politie, 2017), 75.9% males and 24.1% females. On average, the 

respondents had a team tenure of 6.52 years (SD= 5.6) and were 44.41 years old (SD= 9.64).  

3.3.1.1. Measures 

We used validated scales from 1 to 7, translated from English to Dutch and French, the most commonly spoken 

languages in Belgium. The Dutch version was back translated by a professional translator (Chi & Liang, 2013). 

The French questionnaire was compared with the Dutch questionnaire and critically evaluated by multiple 

bilingual experts. All items are included in appendix (see 7.2. Appendix of Chapter 3). 

Relational coordination. We used the validated scale of Gittell et al. (2010) existing of seven questions that 

asses individual and team behaviour and create an overall picture of relational coordination. We adapted the 

original scale by using a seven-point Likert scale instead of a five-point scale and we related the questions to 

one team instead of asking about each workgroup involved in the process separately. An example item is “Does 

your team know the work that you perform?” (answers from one (”never”) to seven (”always”)). A higher score 

indicates a higher level of relational coordination. 

Team-related content of performance management. We modified the scale of Decramer et al. (2012) as the 

original scale relates to performance management that reflects on individual tasks, behaviour or performance. 

We adjusted the scale to nine items referring to aspects that are discussed during performance management 

and are related to the team, which respondents could answer on a scale from one (“never”) to seven 

(“always”). As this is a relatively new scale, we performed a principal components exploratory factor analysis 

with a varimax rotation (Molleman & Timmerman, 2003; Ng, 2005) to validate our modified scale. The Kaiser-

Meyer-Olkin measure is 0.88 and the Barlett’s test of sphericity is significant, indicating the adequacy of the 

total variance explained by one component, which is 73.45%. Every item loaded with a minimum of 0.83, so no 

items were excluded. When the scale has a higher score, the employee experiences a high presence of team-

related content in performance management. 
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Performance management distinctiveness. We used a part of the validated scale of Bednall, Sanders and 

Runhaar (2014) that reflects on the distinctiveness of HRM systems, as conceptualized by Bowen and Ostroff 

(2004), and contains six items. An example item is: “The performance management system is clear”. The scale 

ranged from one (“totally disagree”) to seven (“totally agree”). The higher the score, the more performance 

management is perceived as distinctive.  

Control variables. Based on the relevant literature, we included several control variables. First, we controlled 

for the other characteristics of HRM system strength: consistency and consensus (Bowen & Ostroff, 2004). 

Bowen and Ostroff (2004) conceptualized the construct of HRM system strength, based on three meta-

features that establish a strong HRM system. The most important one is found to be distinctiveness, however 

the others also affect how employees experience and react to performance management. Performance 

management consistency relates to how consistent performance management is implemented, i.e., whether 

the goals that were set are the same that are monitored and evaluated afterwards. This scale is based on the 

validated scale of Bednall et al. (2014) and existed of six items measured on a seven-point Likert scale. An 

example item is: “Performance management stimulates desired behaviour”. Consensus about performance 

management relates to the amount of agreement about performance management among different actors in 

the performance management process (e.g., the HR manager, the CEO, the line managers and the employees.). 

This construct was measured with four items from the same validated scale and the same Likert scale as the 

other features of HRM system strength (Bednall et al., 2014), of which “the ones who decide on performance 

management take decisions impartially” is an example.  

As we were interested in teamwork behaviour, we included the three-item scale of team interdependency 

developed by Morgeson and Humphrey (2006) as a control variable as well. In addition, we also included some 

individual demographic characteristics that may affect relationships caused by HRM (Buljac & Policy, 2012; 

Seibert, Wang, & Courtright, 2011), such as the gender (0= female; 1= male) and educational level (0= maximum 

educational level is high school; 1= higher educational studies completed) of respondents.  

 

3.4. RESULTS 

3.4.1. Measurement model 

To test the fit of the hypothesized model, i.e., whether the items actually measure what we desire to measure, 

we performed confirmatory factor analysis (CFA) with the software program R. The comparative fix index (CFI) 

of our hypothesized model of 0.83 showed a marginal fit (Chen et al., 2011). One reversed item of relational 

coordination had a factor loading of only 0.44 (item: “When an error has been made, do people in your team 
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blame each other rather than taking shared responsibility?”). When this item was excluded, the fit of the model 

significantly improved (chi-square diff. 114, p < .00). The CFI of .84  remained marginal, but the Chi-square of 

3,236.19 was acceptable and the SRMR of 0.05 was good (Hu, Stewart-Brown, Twigg, & Weich, 2007). The 

significantly better fit with the one factor model (chi-square= 8,664.56, chi-square diff.= 5,313.1, CFI= 0.56; 

SRMR= 0.15) also reduced possible issues of common method bias (Podsakoff, Mackenzie, Paine, & Bachrach, 

2003). Table 3.1. provides the correlations between, and descriptive information of, the continuous variables in 

our model.  

 

3.4.2. The Structural Model 

We performed multiple linear regression analyses to test our hypotheses with the software program SPSS, 

which we complemented with the macro “processes” of Hayes (2013). This macro provides an easier and more 

advanced technique, including a bootstrapping approach, to estimate and probe for interactions in moderation 

analyses (Hayes, 2013).  

Model 1 of table 3.2. reports the effects of the control variables on relational coordination. Team 

interdependency, performance management consensus and gender are important to mention. When employees 

perceived high levels of interdependency, they were on average more likely to demonstrate relational 

coordination. Employees experiencing high consensus about performance management, were more likely to 

demonstrate relational coordination as well. Male police report experiencing higher levels of relational 

coordination from their team members, relative to their female colleagues. This effect is marginally significant. 

In model 2 of table 3.2. we find the results for the first hypothesis. As the coefficient for team-related content 

of performance management was significantly related to relational coordination (B= 0.09(SD= 0.02)), we can 

confirm hypothesis 1.  

Model 3 of table 3.2. confirms our second hypothesis. It shows a significant effect of the interaction term of 

performance management team-related content and distinctiveness (B= 0.03(SD= 0.02)). To interpret this 

finding better, we plotted the results in figure 3.2. By calculating the regions of significance following the 

Johnson-Neymann technique (Preacher, Curran, & Bauer, 2006), we found that the relationship between team-

related content of performance management and relational coordination became significant more positive 

when the value of performance management distinctiveness exceeded the value of -1.64, in absolute values 

2.40. 
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Table 3.1 Study 1 of Chapter 3: Correlation table 

 N=1068; ** p-value < .01 (2-tailed). Cronbach’s alphas of the scales are reported between parentheses. 

 

 

 

Table 3.2 Study 1 of Chapter 3: Regression analyses for the outcome relational coordination 

 N=1,068; p-value *** <.000; ** < .01; * < 0.05; †< .10.  

 M SD 1 2 3 4 5 6 
1. Relational coordination 5.10 1.01 (.89)      
2. Team-related content of 

performance management  
3.98 1.28 .37** (.96)     

3. Performance management 
distinctiveness 

4.05 1.16 .35** .57** (.91)    

4. Performance management 
consistency 

3.59 1.36 .28** .47** .80** (.95)   

5. Performance management 
consensus 

3.68 1.28 .36** .46** .75** .75** (.86)  

6. Team interdependency 5.14 1.15 .64** .33** .32** .27** .32** (.74) 

 Relational coordination 

 Model 1 Model 2 Model 3 
Intercept -0.09(0.05) -0.08(0.05) 2.15(0.22)*** 
Team interdependency 0.51(0.02)*** 0.48(0.02)*** 0.48(0.02)*** 
Gender  0.11(0.05)† 0.09(0.06) 0.09(0.05) 
Education 0.02(0.05) 0.02(0.05) 0.02(0.05) 
Performance management consistency 0.01(0.03) -0.05(0.03) -0.05(0.03) 
Performance management consensus 0.13(0.03)*** 0.10(0.03)*** 0.09(0.03)** 
    
Team-related content of performance 
management 

 0.09(0.02)*** -0.01(0.81) 

Performance management distinctiveness  0.06(0.04) -0.03(0.06) 
    
Team-related content * performance 
management distinctiveness 

  0.03(0.02)* 

    
F-value 162.58*** 122.95*** 108.47*** 
Adjusted R² 0.43 0.44 0.45 
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Figure 3.2. Interaction between a team-related content of performance management and performance 
management distinctiveness on relational coordination (Johnson-Neyman technique) 

 

 

3.4.3. Additional Analyses 

As the data may be affected by team membership, we additionally calculated the intra class correlations (ICC) 

and the within-group interrater reliability statistics (Rwg) of our variables. Based on the organogram of each 

police office, we were able to cluster the data into teams. The ICC(1)-values, i.e. the proportion of variance due 

to team membership, was low for all measures, varying between 0.04 and 0.08. The ICC(2)-values, 

representing the reliability of the group means, varied between 0.34 and 0.52, which are also well below the 

conventional cut-off value of 0.70 (Bliese & Ployhart, 2002). The Rwg values indicate agreement among team 

members in their responses, which we calculated with the tool of Biemann, Cole and Voetpel (2012). Only 

performance management distinctiveness had an acceptable high Rwg value (0.82) (Bliese, 2000; James, 

Demaree, & Wolf, 1993), but due to the low reliability of this group mean (ICC(2)= 0.34), aggregation was still 

not preferred.  

The appropriateness of analysing our model at the individual level was additionally reconfirmed by running 

within-between specification when using HLM. Controlling for the cluster means of the predicting variables on 

the team level resulted in the same significant coefficient estimates on the individual level, confirming no 

issues of endogeneity caused by higher-level effects (MCNeish & Kelley, 2018). Finally, multicollinearity was 

not a concern in our analyses either, as the VIF-values never exceeded 3.58. 
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3.5. DISCUSSION STUDY 1 

The findings in this first study demonstrate that the interaction between team-related content of performance 

management and its distinctiveness has a significant effect on relational coordination. However, the study is 

unable to exclude reversed causality and also common method variance can be an issue in this study. In 

addition, we do not yet know the cognitive process of individuals that urges them to demonstrate more 

relational coordination, when confronted with a team-related and distinctive performance management 

system. Our second study tries to overcome these limitations (1) by using a vignette experiment to test the 

causality of the relationships and (2) by exploring how a decrease in diffused responsibilities may explain the 

relationship between performance management and relational coordination. The vignette experiment has the 

additional advantage to formulate performance management with a team-related content and high on 

distinctiveness in a theoretically correct and fine-grained way.  

 

3.6. STUDY 2 

3.6.1. Procedure, Design and Materials 

A vignette experiment consists of a short scenario that describes a certain situation in which a respondent 

needs to imagine themselves working while answering the subsequent questions (Aguinis & Bradley, 2014). Our 

vignette experiment adopted a 2x2 between-subject factorial design. We developed four scenarios that differ 

in performance management content (i.e., team-related or individual-oriented) and process (i.e., (no) 

distinctiveness). The scenarios were based on the related theories of HRM system strength and goal-setting 

(Bowen & Ostroff, 2004; Latham & Brown, 2002). The scenarios describe a work situation in which employees 

are confronted with performance management system: (1) has a team-related content and is distinctive, (2) 

has an individual oriented content and is not distinctive, (3) has a team-related content and is not distinctive 

and (4) has an individual oriented content and is distinctive. These are the independent variables of study 2 

and are included in appendix. 

The manipulation indicated that an individual versus a team-related content scenario differed significantly 

(t(40)=-2.26, p =0.03). The credibility of the condition of performance management distinctiveness was tested 

with the scale of Bednall et al. (2014), similar to the first study, also demonstrating that a performance 

management system with high distinctiveness (mean =5.09 (SD =0.76)) significantly differed from a system 

with low distinctiveness (mean =3.26 (SD =1.07), (t(42)=6.41, p =.00). 



CHAPTER 3  113 

 

 

To collect data from police officers we used the online interface of Qualtrics and approached participants 

through mail. To direct respondents in a mindset of working in a team, we (1) first explained what we consider 

to be a team, which was the same explanation as in the first study, and (2) asked them to indicate with how 

many team members they are working in the team. After this introduction, Qualtrics randomly assigned people 

to one scenario, such that each scenario had been read by an equal number of respondents. After reading the 

scenario, the participants were redirected to the questions that they needed to answer as if they were actually 

confronted with the situation described. 

Measurements. To measure relational coordination, we reused the same scale used in the previous study 

(Cronbach’s alpha= 0.86). Items were to a small extent adjusted to have a clear reference to the individual’s 

own behaviour, rendering findings in study 1 more robust in relation to a change in individual behaviour. The 

diffusion of responsibility was based on the scale developed by Alnuaimi et al. (2010), containing of four items. 

An example item is “I would experience limited responsibility for achieving team objectives” measured on a 

scale from one (“totally disagree”) to seven (“totally agree”). We excluded one item (item: “In the described 

situation, I would find it unfair to blame an individual group member who had only a small part in the group 

task if the task was not performed well”) to generate a reliable scale, leading to a Cronbach’s alpha of 0.71.  

Control variables We chose most of the same control variables used in our first study. We controlled for 

education level (0= no higher education; 1= higher education) and gender (0= female; 1= male), which may 

affect relationships caused by HRM (Buljac & Policy, 2012; Seibert et al., 2011). As we were interested in 

teamwork behaviour, we also control for team interdependency. Instead of measuring team interdependency 

with a scale such as in the first study, we questioned the number of colleagues respondents work with on a 

daily basis. Theory considers this an important proxy for interdependency (Acuña, Gómez, & Juristo, 2009). We 

excluded those respondents who indicated zero or one on this question, as teams require a higher membership 

(Sundstrom, de Meuse, & Futrell, 1990). We also left performance management consistency and consensus out 

of the model as they are of no concern in the controlled manipulation. Finally, to further increase the 

robustness of our initial findings, we added the control variable of employees’ tasks (0= support staff; 1= 

operational staff). Different tasks require different interactions and cooperation from employees (Kozlowski & 

Ilgen, 2006). By controlling for the differences in tasks, we are able to provide statements about performance 

management effectiveness across different types of teamwork at the police force. 
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3.7. RESULTS 

Test of measurement model. The CFA of the two-factor model, including both the diffusion of responsibility and 

relational coordination, showed a satisfactory fit (CFI= 0.92, SRMR= 0.07), better than the one-factor model 

(CFI= 0.82 and SRMR= 0.10), posing no reason about concern for common method bias (Podsakoff et al., 2013).  

Participants. The sample consisted of police officers working in Flanders, the Dutch speaking part of Belgium. 

Of the 241 surveys that were initiated, 108 were completed. The respondents are 29% female, 60.7% had no 

higher education and their average age was 40.82. Of the sample, 65% works as an operational police officer in 

uniform instead of performing support, logistic tasks at the police force. 

Manipulation check. We asked whether the objectives were more individually related or team-related. An 

independent sample t-test indicated a significant difference in responses for this manipulation (t(107)= 5.26, 

p= .00). The majority of the respondents indicated that performance management was related to the 

appropriate content. To check the manipulation of performance management distinctiveness we used the scale 

used in study one (Cronbach’s alpha= .91). Respondents who read the scenario with low performance 

management distinctiveness reported a mean (M= 4.08, SD= 1.11) that was significantly lower (t(104)= 2.6; p= 

.00) than that of the group that read a scenario describing a highly distinctive performance management 

system (M= 5.31, SD= 0.97). 

We conducted a 2 x 2 analysis of variance (ANOVA) to examine whether a team-related content of performance 

management (0= no team-related content; 1= team-related content) and performance management 

distinctiveness (0= no performance management distinctiveness; 1= distinctive performance management 

system) interacted with relational coordination. Building on the estimated means corrected by the covariance 

of the control variables, both main effects are insignificant. The participants in the team-related content do not 

report significantly more relational coordination (M= 5.34, SD= 0.11) than those with an individual-related 

content of performance management (M= 5.18, SD= 0.11). We were not statistically able to reconfirm hypothesis 

1, but the mean was higher in the vignette with a team-related content indicating some sort of positive effect.  

We found support for hypothesis 2. The information on the analysis of variance and the eta-squared statistics 

can be found in table 3.3. We conducted pairwise comparisons based on the estimated marginal means 

following the different levels of the moderator. We identified a significant difference in means between team-

related content (mean= 5.43) or the lack thereof (mean= 4.87) when there was no performance management 

distinctiveness│0.56│(SE= 0.24, p= 0.02). When performance management distinctiveness was high, no 

significant difference was detected for the content of performance management│0.23│ (SE= 0.21, p= 0.27). In 
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the condition that there was no team-related content, we noticed a significant difference when performance 

management distinctiveness was present (mean= 5.49) or not (mean = 4.88)│0.61│(SE= 0.22, p= .01). In the 

team-related condition, there was no significant difference│-0.17│(SE=0.23, p=0.46).  

These results correspond to some extent to those of study one. In both situations the absence of a team-

related content and performance management distinctiveness was the most negative. However, whereas the 

survey demonstrated that when distinctiveness exceeds an absolute value of 2.40, the relationship between 

team-related content and relational coordination became significantly more positive, the experiment rather 

demonstrated a buffer effect in which the absence of both factors was detrimental for relational coordination.  

We also wanted to examine whether lower diffusion of responsibility mediates the relationship between the 

interaction of team-related content and performance management distinctiveness and relational coordination. 

We used the PROCESS macro for SPSS (Hayes, 2013), to examine the moderated mediation or possible mediated 

moderation. M4, 7 and 8 of the macros that test such complex models (Hayes, 2013) demonstrate insignificant 

relationships. As such, hypothesis 3 was not supported.  

 

Table 3.3 Study 2 of Chapter 3: Analysis of variance results for relational coordination 

Variable F η2 
Higher education 1.28 .01 
Gender 2.75 .03 
Support or Operational task 0.00 .00 
Team size 0.39 .00 
Team-related content of performance management 1.07 .01 
Performance management distinctiveness 1.93 .02 
Team-related content * Performance management distinctiveness 6.07 .06* 
Note. N = 108; p-value * < 0.05. 

 

3.7.1. Additional Analyses 

When testing for hypothesis 3, we noticed a significant effect between performance management 

distinctiveness and the diffusion of responsibility. Therefore, we tested for an indirect relationship among 

performance management distinctiveness, the diffusion of responsibility and relational coordination. M4 of the 

macro PROCESS (Hayes, 2013) indicated a significant effect between performance management distinctiveness 

and diffusion of responsibility (B= -0.45; SD= 0.20; p-value= 0.03), which in turn had a negative effect on 

relational coordination (B= -0.29; SD= 0.15; p-value= .00). As the confident interval of 95% did not include zero 

[0.02;0.33], a significant indirect relationship was statistically confirmed. The direct effect was insignificant 
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(B= 0.12; SD= 0.15; p-value= 0.43), which corresponds to the results of study 1. Similar effects for the team-

related content of performance management were not found(B= 0.12; SD= 0.15; p-value= 0.46). 

 

3.8. DISCUSSION  

The paper examines whether performance management fosters relational coordination, through a decreased 

diffusion of responsibility for team objectives. By means of two studies, we identify that an interaction 

between a team-related content of performance management and its distinctiveness affects relational 

coordination. In addition, we are able to confirm an indirect, positive relationship among performance 

management distinctiveness, shared responsibility and relational coordination.  

 

3.8.1. Theoretical Implications 

Performance management has been studied extensively and in great detail. However, these studies consider 

performance management and its effects in traditional work settings (Biron et al., 2011; Brown et al., 2018), 

ignoring the changing work environment of increased collaboration and service-oriented tasks (Gittell et al., 

2010). The study complements the current literature by explicitly focusing on relational coordination as an 

important form of human capital for service-oriented organizations demanding high levels of collaboration 

among employees. 

First, the study contributes to the broader HRM system research field by responding to the recent call of Bowen 

and Ostroff (2016). This call advocated a complementary approach to study HRM systems, by considering their 

content and process simultaneously. Our theoretical model explores whether a team-related content of 

performance management interacts with performance management distinctiveness to foster relational 

coordination. The results of the cross-sectional survey and the experiment vignette study indicate that 

performance management content and process interact to affect relational coordination. We are able to 

confirm that content matters for performance management and should be considered simultaneously with 

how performance management is implemented. We are also able to contribute to goal-setting theory by 

examining the content of goals in relation to relational coordination and by testing this model in an actual 

work setting, complementing the experiments conducted among students (Latham & Brown, 2002).  

Second, we included the diffusion of responsibility for team objectives as an explanatory cognitive mechanism 

between performance management and relational coordination. Surprisingly, there is no effect of the 

interaction on diffusion of responsibility. A theoretical possible explanation may be that team-related content 
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of performance management relates to a different type of performance than the type of performance that is 

linked to the psychological mechanism of decreasing a diffusion of responsibility for team objectives. 

Following Aguinis (2019), performance in teams can relate to individual performance, individual contribution to 

the team and team performance. The team-related content of performance management is closest related to 

the individual contribution to the team. For instance, providing more feedback or increasing communication 

with others is linked to a change in individual behaviour for the team. In contrast, diffusion of responsibility is 

most closely related to overall performance (Aluaini et al., 2011), such as for instance having a high trust 

environment in the team. Due to the distinction between these types of performance, the diffusion of 

responsibility may not be the best explanatory mechanism in our theoretical model. This signals the need for 

careful content-related decisions when performance management is examined.  

We find a positive indirect effect between performance management distinctiveness, diffusion of responsibility 

and relational coordination. We find that performance management distinctiveness increases the awareness of 

how individual behaviour can contribute to the team, fostering the cognitive process of feeling accountable for 

overall team objectives (Bowen & Ostroff, 2004). Such a decrease in the diffusion of responsibility will further 

foster relational coordination. Hence, apart from the interaction between a team-related content and 

performance management distinctiveness, we also find an indirect effect of performance management 

distinctiveness on relational coordination, through a decrease in the diffusion of responsibility.  

Third, the paper also contributes to the literature on relational coordination, which is an important predictor of 

team performance. We can theoretically and empirically confirm that despite earlier assumptions (Mendibil & 

MacBryde, 2006), performance management is suitable for collaborative, service-oriented work settings. We 

also contribute to relational coordination theory, which holds that cross-functional accountability in the form 

of performance management strengthens relational coordination (Gittell et al., 2010). This paper proposes and  

empirically confirms a deeper theoretical explanation about how performance management supports 

relational coordination (Gittell, 2000; Gittell et al., 2010; McDermott et al., 2018). 

 

3.8.2. Practical Contributions 

Relational coordination has recently increased in importance as organizations are faced by an increased need 

for service orientation, which requires complex collaborations. Relational coordination is found to foster team 

performance by optimizing relational and communicational ties. When organizations desire more relational 
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coordination from their work teams, they should focus on performance management and implement it so that 

it can foster relational coordination. These goals can be achieved by following recommendations.  

Building on our findings, the mechanisms incorporating team-related content into performance management 

will benefit relational coordination. Concretely, this means that team-related content should be emphasized in 

the performance management process. In addition, performance management should be communicated clearly 

and understandably by every HR professional in the organization. As a result, a distinctive performance 

management can emerge in the organization, which is found to benefit and strengthen the relationship 

between the team-related content of performance management and relational coordination. 

Even though performance management is often decided upon at a higher level, middle management (i.e., the 

supervisors, line managers and team leaders) must actually implement it. Therefore, a substantial amount of 

attention should be given to middle managers when striving to effectively implement performance 

management (Moynihan & Pandey, 2010; Ribeiro, Coelho, & Gomes, 2011). Building on our findings, training 

should be provided to middle managers with the objective of increasing these leaders’ ability to incorporate 

team-related content into performance management. In addition, team leaders should be trained in 

implementing performance management in a clear, understandable and relevant way. As such, the likelihood 

increases that employees are provided with effective performance management system techniques, thus 

foster relational coordination. 

 

3.8.3. Limitations and Further Research 

To interpret our results appropriately we indicate the limitations of the paper and highlight further research 

that can overcome the boundaries of the current findings. First, the results of the moderation are both 

significant but slightly different in both studies. The survey indicates a strengthened effect of the relationship 

between team-related content and relational coordination when performance management distinctiveness 

increases in value. The experiment indicates more of a buffer effect of performance management 

distinctiveness. We try to explain these differences in two ways. (1) A lack of nuance in the experiment restricts 

us from comparing means in absolute terms (i.e., a team-related content or not or a distinctive performance 

management system or not). (2) The experiment compares an individual with a team-related content, whereas 

the survey measures a degree of team-related content. This difference may explain why the condition of no 

team-related content generates such significantly different effects of performance management 
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distinctiveness. An experimental vignette design comparing more degrees of a team-related content will 

probably accurately reproduce situations encountered by employees.  

Furthermore, we included the diffusion of responsibility as a mediator between performance management and 

relational coordination but were unable to identify a mediating effect. As we already argue in our theoretical 

contributions, a diffusion of responsibility may not be the best way to explain an effect of team-related 

content of performance management on relational coordination. We therefore advocate the consideration of 

other possible cognitive mediating mechanisms explaining why performance management enables relational 

coordination. For instance, self-efficacy for teamwork may explain why a team-related content of performance 

management fosters teamwork behaviour (Bandura & Bandura, 1997; Hertel, Konradt, & Orlikowski, 2004). By 

highlighting the individual contribution of employees through a distinctive performance management system 

with a team-related content, employees may feel more confident in their own teamwork behaviour and, as 

such, are more inclined to demonstrate relational coordination. Such research may further enlighten the black 

box on how performance management changes the behaviour of employees on the team.  

 

3.9. CONCLUSION 

The study examines whether and how performance management enables relational coordination. Building on 

goal-setting theory and HRM system strength theory, two empirical studies find a relationship between a 

team-related content of performance management in conjunction with performance management 

distinctiveness and relational coordination. The second study adds to these findings by indicating that 

performance management distinctiveness is also indirectly related to relational coordination through a 

decrease in the diffusion of responsibility. As such, the study confirms that an appropriate design of 

performance management can strengthen employees’ relational coordination.  
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4. CHAPTER 4: “One way is not the other”: How Leaders’ Implementation of 

Performance Management System Strength affects Helping Behaviour in Work 

Teams
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“Those who now become leaders choose that function from a sense of responsibility, because they want to 

achieve something and help the organization in delivering to the community. That attitude results in the use of 

performance management as an instrument and in something that [those leaders] put effort in. They actually 

perform evaluations or apply [performance management] positively.“ 

- 

HR Manager at a police department, male, 13 years of experience 
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This study aims to examine whether and how helping behaviour in teams can be fostered. More specifically, the 

study explores which leadership styles of the team leader foster an effective implementation of performance 

management of which is assumed that it will lead to more helping behaviour in teams. Building on the 

leadership literature, both the transactional and transformational leadership styles are considered as 

antecedents of performance management system strength, which conceptualizes an effective implementation 

of performance management. The study subsequently predicts that performance management system 

strength is able to generate shared perceptions on performance management that, ultimately, foster helping 

behaviour in teams. Results from multisource data of 112 police teams, confirm that transformational 

leadership is related to performance management system strength. For transactional leadership, we only find 

a significant relationship for the dimension contingent reinforcement of transactional leadership, which refers 

to the leadership behaviour of rewarding what was expected from the team members. In addition, we find that 

performance management system strength fosters helping behaviour in teams, through shared perceptions on 

performance management. These findings increase our understanding of how performance management can 

foster helping behaviour in teams.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Keywords - performance management system strength, leadership styles, helping behaviour, strong HRM 

systems, implementation, teams 



CHAPTER 4   127 

 

 

4.1. INTRODUCTION 

Helping behaviour is defined as the task-related efforts and behaviour between team members intended to 

help other team members who are failing to reach the predefined goals (Morisson, 1994). Helping behaviour 

has consistently been found to be closely related to team effectiveness (Chang & Smithikrai, 2010; Porter, 

2005; Xerri & Brunetto, 2013) as such behaviour buffers poor performance from others in the team and creates 

an atmosphere of shared motivation to contribute to team performance. The multitude of evidence that 

helping behaviour is a desirable process in teams (Marks, Mathieu, & Zaccaro, 2001) and organizations 

(Morisson, 1994; Porter, 2005), raises the interest on how helping behaviour can be stimulated.  

Different management practices exists to manage teams and their demonstration of helping behaviour 

(Ehrhart, 2004; Porter, 2005). One frequently used management tool (Decramer, Smolders, Vanderstraeten, 

Christiaens, & Desmidt, 2012) is the Human Resource Management (HRM) system of performance management 

(Aguinis et al., 2013). Performance management is assumed to manage individual and team performance by 

setting-up goals, monitoring and evaluating employees on aspects that are linked to the organizational and 

team objectives (Aguinis, 2009; Aguinis et al., 2013). 

However, performance management effectiveness for teams is rather theoretically assumed than actually 

demonstrated. Research mainly examines performance management at the individual (Audenaert, Decramer, 

et al., 2016; Bauwens et al., 2018) or the organizational level (Decramer et al., 2012a). Even though revealing 

powerful insights, these studies neglect mechanisms occurring at an in-between level, such as the team 

(Denisi & Smith, 2014; Tseng & Levy, 2018). It is, however, assumed that teams add an extra layer of complexity 

to performance management (Aguinis, 2009), implicating that simple aggregations from individual to higher 

levels are insufficient (Denisi & Smith, 2014; Ployhart & Moliterno, 2011). The lack of empirical proof let some 

scholars even proclaim that performance managements is too traditional and, as such, ill-suited to new, more 

dynamic work structures, such as a team structure (Mendibil & MacBryde, 2006). The current research field lags 

behind in determining when and how performance management generates helping behaviour in teams 

(Schleicher et al., 2018).  

This study examines performance management at the team level to shed light on the debate whether and how 

performance management fosters higher level outcomes. Therefore, the study relies on theory developed to 

examine higher level mechanisms caused by HRM, namely Human Resource Management (HRM) system 

strength theory (Bowen & Ostroff, 2004). This theory argues that HRM systems should be implemented in such 

a way that strong messages are send. As such, they create shared perceptions among employees on what 

behaviour is expected and rewarded, which will increase the likelihood of actually demonstrating these types 
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of behaviour (Bowen & Ostroff, 2004). The HRM system strength theory has been found effective to explain 

higher-level organizational performance (Pereira & Gomes, 2012). The performance management literature 

also adopted HRM system strength theory to explain effects, however merely at the individual level (Audenaert 

et al., 2016; Decramer, Smolders, & Vanderstraeten, 2013). We apply the theory to such as intended by Bowen 

and Ostroff (2004) and examine whether performance management system strength fosters helping 

behaviour in teams. The study also considers the key explanatory mechanism of the HRM system strength 

theory to expect team-level backing-up behaviour (Bowen & Ostroff, 2004) by including shared perceptions on 

performance management to explain the relationship between performance management  and helping 

behaviour.  

The study goes one step further and considers what precedes an effective implementation of performance 

management. It has been found that leaders serve as interpretive filters of HR practices in organizations 

(Paauwe, 2009; Tseng & Levy, 2018), affecting how HRM is implemented. This is especially true for HR practices 

in which supervisors play a pivotal role, which is the case for performance management (Van Waeyenberg & 

Decramer, 2018). Following the example of scholars in the broader HRM domain (Purcell & Hutchinson, 2007; 

Vermeeren, 2014), we examine transformational and transactional leadership styles (Gottfredson & Aguinis, 

2017) in relation to performance management. Both leadership styles are linked to how leaders manage 

subordinates to achieve performance and thus relevant to examine in relation to performance management 

(Den Hartog et al., 1997; Van Waeyenberg & Decramer, 2018). The current study contributes to the literature by 

merging leadership and HRM that both know a long separated development but are worth considering 

simultaneously (Leroy, Segers, Van Dierendonck, & Den Hartog, 2018).  

To conclude, the conceptual model of this chapter is pictured in figure 4.1. Every aspect of the model is 

considered on the team level, creating the main contribution of this study. Performance management has 

rarely been examined on another level than the individual or the organizational level, even though it is known 

that different mechanisms are at play on the meso-level of organizations (Bowen & Ostroff, 2004; Denisi & 

Smith, 2014). More specifically, as performance management is often implemented by the team leader, the 

team level seems the most appropriate level to examine leadership styles. Performance management 

implementation, even though implying an interaction between employee and the leader, is conducted by one 

team leader for the overall team and is likely to be more similar within a team than between teams. Shared 

perceptions are a mechanism that explains relationships on a higher level (Bowen & Ostroff, 2004; Schneider, 

1990) and is unable to be explored on the individual level. 
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Figure 4.1. Conceptual Framework chapter 4 

 

4.2. THEORICAL BACKGROUND  

Performance management is assumed to enable sustainable organizational success through a cyclical process 

of setting goals, monitoring and evaluating employees (Bauwens et al., 2017; Biron et al., 2011). Instead of 

appraising employees once a year (Aguinis & Pierce, 2008), performance management continuously identifies, 

measures and develops the performance of individuals and teams, aligned to the strategic goals of the 

organization (Van Waeyenberg & Decramer, 2018).  

When applied to teams, performance management should target individual and team performance and the 

individual contribution to attain team objectives (Aguinis et al., 2013). However, as performance management 

has hardly been studied at the team level, the black box between performance management and higher-level 

outcomes is left in the dark.  

 

4.2.1. Performance Management System Strength 

We try to explain how performance management enables helping behaviour in teams through the theoretical 

lens of HRM system strength (Bowen & Ostroff, 2004). Bowen and Ostroff (2004) argue that “…an overall HRM 

system […] can create strong situations in the form of shared meaning about the content that might ultimately 

lead to organizational performance” (Bowen & Ostroff, 2004, p.206). Strong situations are clear and 

understandable, allowing team members to better understand what is desired from them. This makes it easier 

to foster collective sense making. Bowen and Ostroff (2004) claim that when HRM systems are implemented 

distinctively, consistency and with consensus, they create such strong situations (Ostroff & Bowen, 2016). This 

implies that performance management should be distinctive, consistent and implemented with consensus to 

create strong situations. We conceptualize such implementation as “performance management system 

strength” and discuss the three meta-features of what it should consist of hereafter. 
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A distinctive HRM system is visible, understandable and relevant (Bowen & Ostroff, 2004). This implies for 

performance management that employees understand and know what is part of this HRM system and 

questions about performance management are answered clearly and consistently throughout the organization. 

In addition, HRM systems are distinctive when they highlight the relevance of individual efforts to team or 

organizational performance (Bowen & Ostroff, 2004). This is related to the concept of vertical alignment in the 

performance management literature that indicates the alignment of individual goals with team and 

organizational objectives (Decramer et al., 2013).  

Another meta-feature of HRM system strength is consistency, referring to the alignment of the different HR 

practices involved in the system, which guarantees that the same message is transferred throughout the 

overall HRM system (Bowen & Ostroff, 2004). For performance management, such alignment reflects the 

connection between what is discussed during the planning stage and what is monitored and evaluated 

afterwards (Audenaert et al., 2016). This means that when an employee receives, for instance, the goal to 

provide more feedback to other team members, this behaviour should also be monitored on a daily basis and 

the employee should afterwards be evaluated on his or her amount of feedback provided to the other 

members.  

Consensus is identified as a third meta-feature of HRM system strength (Bowen & Ostroff, 2004). Consensus is 

partly established by the agreement among the main decision-makers of HRM in the organization (Bowen & 

Ostroff, 2004). Applied to performance management, HR managers and team leaders, should both agree on the 

purpose and message of performance management. Consensus is also established by distributional fairness, 

implying that the procedures and consequences related to the HRM system are perceived as objective and 

suitable by the employees (Bowen & Ostroff, 2004). Performance management will be considered to be a fair 

HRM system when employees perceive the system as an objective tool that rewards positive and expected 

behaviour and exposes points of improvement (Bauwens et al., 2017). These meta-features do not exist 

independent from each other as one influence the others and vice versa (Bowen & Ostroff, 2004). For instance, 

when performance management is consistently applied it will be perceived as fairer, affecting consensus 

about performance management.  

When performance management implementation is characterized by these three meta-features, it will send a 

clear and understandable message of what is expected from employees, creating a strong situation. 

Expectations are consistently monitored and evaluated and the whole organization supports performance 

management. Such HRM system is capable of establishing unambiguous conditions to send clear messages 

about what is expected from employees (Bowen & Ostroff, 2004). This is assumed to create a shared 
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understanding among team members, increasing the likelihood that behaviour contributing to individual, team 

and organizational objectives is stimulated (Bowen & Ostroff, 2004). 

 

4.3. HYPOTHESES DEVELOPMENT 

4.3.1. Leadership Styles Connected to Performance Management System Strength 

The theory of HRM system strength is built on the importance of how HRM is implemented (Bowen & Ostroff, 

2004), which implies the pivotal role of the person who implements it. In the case of performance 

management, this commonly is the direct supervisor of employees, i.e. the team leader of a team. As scholars 

suggest that supervisors favour HR practices that align to their own leadership style (Zhu, Chew, & Spangler, 

2005), we examine how the leadership style of a team leader affects the implementation of performance 

management.  

We build on the well-established leadership literature to consider both transformational and transactional 

leadership styles (Avolio, Bass, & Jung, 1999; Gottfredson & Aguinis, 2017; Schaubroeck, Lam, & Cha, 2007). We 

first assume a positive relationship between transformational leaders and performance management system 

strength. Transformational leaders are inclined to transform the attitudes, values and standards of their 

employees in the sense that they want to motivate them to go above and beyond what is expected of them 

(Den Hartog et al., 1997). We expect that these leaders who put effort in changing employees to perform at 

their best, are leaders who tend to search for tools that help them to manage their employees it this way 

(Vermeeren, 2014). One such tool may be performance management (Tseng & Levy, 2018).  

More specifically, a transformational leader tries to achieve change within employees through four types of 

behaviour: having charisma, communicating a vision, demonstrating an individual consideration and 

intellectually stimulate employees (Den Hartog et al., 1997). We will discuss these four dimensions in relation 

to performance management system strength. 

First, a charismatic leader is capable of communicating clearly and inspiring (Weingart & Jehn, 2000) and what 

the leader says is more likely to be believed by subordinates. When implementing performance management, 

the message that the leader communicates is more likely to be understand and considered to be true when he 

or she is charismatic. This effect can be linked to the distinctiveness of performance management. The 

distinctiveness of performance management is also linked to how well-respected the leader who implements 

it is (Bowen & Ostroff, 2004). Charismatic leaders are known for the respect they receive from subordinates 

(Avolio et al., 1999) and, as such, are more likely to implement performance management distinctively.  
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The visionary characteristic of transformational leaders (Avolio et al., 1999) relates to the leader’s capability to 

have a vision for the overall team and how he or she is able to transfer that vision to employees. Such leader 

may consider performance management as a way to further illuminate the contribution of every team member 

to this vision. As this is likely to increase the perceived relevance of each team member’s role in the team, the 

link with performance management distinctiveness can be made.  

Furthermore, a transformational leader is attentive to each employee’s skills (Avolio et al., 1999) and links this 

to the mission of the organization (Avolio et al., 1999; Den Hartog et al., 1997). By combining an individual 

consideration and align it to the mission of the organization, a transformational leader is more likely to 

implement a performance management system that is vertical aligned (Decramer et al., 2015) and is perceived 

as relevant by employees. Also, when a leader properly considers the individual in front of him or her, it is 

more likely that the leader gives the employee the opportunity to provide their own opinion during the 

performance management cycle (Decramer et al., 2012). This will foster two-way communication, which is 

likely to increase performance management consensus. Goals and performance are discussed in mutual 

agreement during performance management, which increases the likelihood that the performance 

management procedure is perceived as fair (Decramer et al., 2012; Van Thielen et al., 2018).  

The intellectual stimulation of transformational leaders may, on its turn, stimulate performance management 

consistency. Transformational leaders are motivated to let their subordinates grow (Den Hartog et al., 1997). 

Performance management can provide a tool to these leaders that helps them to monitor the intellectual grow 

of employees. Performance management can set goals that foster employees’ intellectual abilities. Apart from 

setting goals, performance management also helps leaders to maintain focused on the same intellectual 

abilities during the daily monitoring and the evaluation (Audenaert et al., 2016). As such, employees know on 

what they need to focus and are well aware for what they will be held accountable, increasing the likelihood 

that they will actually grow in that direction. Hence, a transformational leader who is keen on developing 

competences of subordinates is more likely to recognize the benefits of consistently focusing on specific 

competences of these employees by means of performance management. 

A recent study demonstrates the effects of leaders’ ability, motivation and opportunity on performance 

management implementation (Van Waeyenberg & Decramer, 2018), but in relation to leadership styles no 

studies have been conducted yet. Nevertheless, building on our rationale and these previous findings, we 

assume that: 

Hypothesis 1a: Transformational leadership is positively related to performance management system strength. 

 



CHAPTER 4   133 

 

 

We also consider transactional leaders in relation to performance management system strength. Transactional 

leaders are not focusing on transforming their team members but have a straightforward leadership style by 

rewarding what was done right and making clear what should improve (Den Hartog et al., 1997). These leaders 

are mainly characterizes by two leadership style dimensions: contingent reinforcement and management-by-

exception. Contingent reinforcement refers to leaders who reward efforts that were expected and performance 

that is achieved (Den Hartog et al., 1997). Management-by-exception refers to the act of only redirecting 

behaviours or attitudes when actions go wrong (Avolio et al., 1999).  

We assume that transactional leadership can result in a higher performance management system strength. 

First of all, these leaders are well aware of what is expected of employees and manage them based on these 

expectations. As such, these leaders will find it easier to implement performance management consistently. In 

addition, performance management may help transactional leaders to have an extra tool to manage-by-

exception (De Hoogh, Den Hartog & Koopman, 2005). It helps them to signal behaviour that deviates from the 

predefined expectations formulated during the performance management process and to correct employees in 

a substantiated way.  

Furthermore, we assume that transactional leaders who clearly know what they expect from their 

subordinates are better able to implement performance management in a clear and uniform manner, 

increasing its distinctiveness. Even more, because transactional leaders punish or reward predefined 

expectations, they create feelings of fairness (Avery, 2004; Bowen & Ostroff, 2004), related to performance 

management consensus.  

Hypothesis 1b: Transactional leadership is positively related to performance management system strength. 

 

4.3.2. Fostering Helping Behaviour through Performance Management System Strength 

We already know that transactional and transformational leadership styles affect the amount of helping 

behaviour in teams (Ehrhart, 2004; Zhu & Akhtar, 2014), but we expect that this direct relationship is mediated 

by performance management system strength.  

Helping behaviour is considered to be an action process in teams (Marks et al., 2001) and a crucial aspect for 

effective teamwork (Liu & Wang, 2013; Porter, 2005; Xerri & Brunetto, 2013). Helping behaviour is defined as 

the behaviour of task-related efforts to other team members when it becomes clear that they are unable to 

attain predefined goals (Morisson, 1994; Porter, 2005). We assume that performance management system 

strength, which is likely to emerge by transformational and transactional leaders, is able to foster helping 
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behaviour in teams. To argue for this relationship we rely on HRM system strength theory (Bowen & Ostroff, 

2004).  

First, the meta-feature of performance management distinctiveness is assumed to foster helping behaviour in 

teams. Performance management distinctiveness relates to the perceived relevance of performance 

management. When performance management is perceived as distinctive, team members understand better 

how and why their own efforts contribute to team objectives (Bowen & Ostroff, 2004). This is likely to result in 

more helping behaviour, as team members have been made aware of overall team objectives and have a 

better idea of how they can help others in obtaining these team objectives (Lee & Wei, 2011).  

Second, performance management consistency (Bowen & Ostroff, 2004) is also assumed to foster helping 

behaviour in teams. Performance management in teams targets team performance and the contribution to the 

team, besides individual performance (Aguinis, 2009). The consistent eliciting, monitoring and evaluating of 

these types of performance related to the team, increases the likelihood of the demonstration of team-desired 

behaviour, such as helping behaviour (Morisson, 1994). By regularly promoting objectives related to the team, 

awareness of the team is increased and helping behaviour in teams is likely to be stimulated (Lee & Wei, 2011).  

Third, performance management system strength is also characterized by consensus, which is linked to the 

concept of distributional fairness. More specifically, consensus is related to how employees understand and 

accept the distribution rules by which performance is managed and rewarded (Bowen & Ostroff, 2004). Such 

distributional fairness increases team members motivation to behave in the expected way (Bowen & Ostroff, 

2004; Lee & Wei, 2011; Marks et al., 2001). When this expected way is linked to the team, which should be the 

case in team performance management (Aguinis, 2019), more team-desired behaviour is likely to occur. This 

fairness of the system will also increase team members’ perception of being valued and respected (Whitman, 

Caleo, Carpenter, Horner, & Bernerth, 2012), causing team members to identify and feel more connected to the 

team (Tyler & Blader, 2003). This further stimulates the inclination to help others.  

Hypothesis 2a: Transformational leadership affects team helping behaviour through performance management 
system strength. 

Hypothesis 2b: Transactional leadership affects team helping behaviour through performance management 
system strength. 

 

Further following Bowen and Ostroff (2004)’s rationale, we consider shared perceptions on performance 

management as a mediating mechanism between performance management system strength and helping 

behaviour. Shared perceptions on performance management refer to the extent that team members perceive 

performance management in a similar way (Bowen & Ostroff, 2004). 



CHAPTER 4   135 

 

 

HRM system strength is considered to enhance clarity of interpretation of what is expected in the work setting, 

which is assumed to foster the development of shared cognitive maps (Bowen & Ostroff, 2004). These 

cognitive maps are more likely to emerge in teams than in other work structures, because of the strong social 

and structural stimuli that are present in teams (Den Hartog, Boon, Verburg, & Croon, 2012). Social and 

structural stimuli relate to aspects such as unit norms, leadership and HRM. We expect that performance 

management system strength, as such structural stimuli, increases uniform cognitive maps within a team, 

making fewer interactions needed to develop shared interpretations on what is expected of the tam (Bowen & 

Ostroff, 2004).  

Furthermore, perceptions of employees predict their behavioural responses (Vermeeren, 2014). When everyone 

on the team is aware of which behaviour contributes to their own and the overall team objectives, they will be 

more willing to demonstrate these types of behaviour. Demonstrating more helping behaviour can be made 

explicit in the message of performance management, but may also be indirectly increased. More clarity on the 

(contribution to) team objectives within a team increases team members’ awareness of the team (Lee & Wei, 

2011) that is likely to make them more willing to help the team when needed. In contrast, when performance 

management is weakly implemented, it will send ambiguous messages, subject to individual interpretation 

(Ostroff & Bowen, 2016). Such ambiguity can result in different behaviours among team members, jeopardizing 

the overall efforts to accomplish team objectives (Bowen & Ostroff, 2004).  

Hypothesis 3: The relationship between performance management system strength and team helping 
behaviour is mediated by shared perceptions on performance management.  

 

4.4. METHOD  

A survey study was conducted from February 2017 until March 2018 at the setting of the Belgian Police Force. 

Police forces are an appropriate sample for our conceptual model as they are structured in teams to efficiently 

enforce the law (Van Thielen et al., 2018) and helping behaviour is essential to protect each other in dangerous 

situations. In addition, a Royal Decree installed performance management that is applicable to every employee 

at the Belgian Police Force. A part of this data has been used in a previous study (Van Thielen et al., 2018). 

However, the current study explores a different theoretical framework that involves different variables and 

includes additional data from team leaders. 

The questionnaires were distributed by hard-copy or online (i.e. online software Qualtrics) among 23 police 

departments, after the HRM department of the Belgian Police Force checked the applicability of the questions. 

As Belgium is bilingual, the questionnaires were translated from English and spread in both Dutch and French. 
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Their validity was guaranteed with back-translations by a certified translator (Chen et al., 2011) and with their 

critical reading of multiple bilingual experts in the work field. 

We retained only those teams of which the team leader and more than two team members answered to make 

multisource data analysis possible. The final sample includes 112 police teams, representing 20 different police 

departments. In some teams performance management was performed by multiple team leaders, these 

answers were averaged. Each team is represented by at least two team members to avoid decreased statistical 

power and the inflation of the standardized effect (Hirschfeld, Cole, Bernerth, & Rizzuto, 2013).  

 

4.4.1. Measurements  

All questions were measured on a scale from one (“totally disagree”) to seven (“totally agree”). The 

questionnaire for team members asked the perceptions of performance management system strength. Leaders 

were asked about their leadership styles, performance management system strength and team helping 

behaviour. We included items related to performance management in appendix (see 7.3. Appendix of Chapter 

4). 

Leadership styles. We measured transformational and transactional leadership with the extensive validated 

scale of Avolio et al. (1999) existing of 21 items for transformational leadership. An example item is: “I make 

my team members proud”. Transactional leadership was measured with eight items of the same scale. An 

example item is: “I concentrate my full attention on dealing with mistakes, complaints, and deviations from 

standards”. 

Performance management system strength. We assessed performance management system strength by asking 

team leaders how they implement performance management. We used the validated scale of Hauff et al. 

(2016) that consists of seven items reflecting the three meta-features of HRM system strength. The scale was 

adopted to performance management. An example item is: “I invest heavily in the full implementation of 

performance management”. We checked the appropriateness to create a scale of these items, because Hauff et 

al; (2016) analysed single items in their study. A principal components exploratory factor analysis with varimax 

rotation demonstrates a Kaiser-Meer-Olkin measure of 0.88 and a significant Barlett’s test of spheciricity that 

justified the adequacy of one component of performance management system strength that explains a total 

variance of 68.75% (Molleman & Timmerman, 2003; Ng, 2005). The confirmatory factor analysis (CFA) also 

demonstrated a suitable one factor structure (CFI = 0.84; SRMR = 0.09), which did not improve when testing a 

three-factor structure separating consistency, distinctiveness and consensus of performance management 

system strength (Hair, Black, Babin, & Anderson, 2013). 
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Shared perceptions on performance management were measured by the 16 validated items from Bednall et al. 

(2014). The questions related to the three meta-features of the HRM system strength and were adapted to 

performance management. The questions related to employees’ own perception about performance 

management, but performance management was conceptualized in the items as a system applied to the 

overall team. As such, there was a reference shift in the questions from performance management that is only 

applicable to the individual to performance management applied to the overall team. An example item is: “The 

procedures and practices related to performance management are easy to understand”. We statistically 

explored whether aggregating individual answers to the team level was allowed. We performed one-way 

analyses of variance (ANOVA), which was significant at p < .001. Even though the intra-class correlation(ICC) 2 

(ICC(1) = .11, ICC(2) = .52, p = .00) was slightly under the conventional cut-off value of .60 (Glick, 1985), these 

results are similar to other HRM studies (Demaree, 1984; Nishii et al., 2008) and both ICC1 of .11 and the 

multiple-item uniform distribution of Rwg(j) (expected error variance = 4.00) of 0.86 (LeBreton & Senter, 

2007) justified aggregation. 

Helping behaviour. We measured helping behaviour with the validated scale of Morisson (1994). One example 

of the six items is: “my team members help others who have heavy workloads”. Helping behaviour was 

measured by the team leader, as team leaders are better able to judge from a certain distance with lower self-

judgement bias (Piña, Martínez, & Martínez, 2008). This also allowed to let consecutive variables in the model 

derive from different sources.  

Control variables. We included team interdependency as a control variable in our model, because this may 

affect how team members help each other (Kozlowski & Bell, 2003). This was measured by means of the 

aggregated three-item scale of Morgeson and Humphrey (2006) (ICC(2)=.55; ICC(1)= .12; Rwg(j) = 0.72). The 

average team tenure may also affect the efficiency of interaction and, as such, their helping behaviour 

(Mathieu, Maynard, Rapp, & Gilson, 2008). We also controlled whether the team performs operational or 

support work (Support=0, N12; operational=1, N100), as tasks may also affect the amount of collaboration on 

the team (Kozlowski & Bell, 2003). Finally, leaders’ age was included as a control variable, because their 

experience may influence the hypothesized relationships (Van Waeyenberg & Decramer, 2018). 

 

4.5. ANALYSES 

The conceptual model is tested on the team level. As we justified the aggregation of lower level measures, i.e. 

the answers of the team members, this forms a proto-ML-2-2-2 study (Peccei & Van de Voorde, 2016), which is 

justified by the theory employed in our theoretical framework and, when properly applied, can result in similar 

results to that of more sophisticated and complex multilevel models (Peccei & Van de Voorde, 2016).  
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We conducted confirmatory factor analyses to justify the validity of our measurements. As we have two 

datasets deriving from team members and leaders, we inspected the fit of the measurements in each dataset. 

In the data of the team members we noticed that the theoretical 2-factor model of team interdependency and 

shared perceptions on performance management had the best fit compared to other models (CFI = 0.80, SRMR, 

0.07). Every item loaded more than 0.5 on the respected factor (Hair et al., 2013). In the data of the leaders we 

noticed a poor fit in our model including leadership styles, performance management system strength and 

helping behaviour, caused by the construct of transactional leadership (CFI = 0.47, SRMR = 0.17). This is also 

reflected in a poor Cronbach’s alpha value of .66 for the transactional leadership scale. When including 

transactional leadership as a-two factor structured measurement similar to the theoretical construction of the 

scale (contingent reinforcement and management-by-exception), the fit significantly improved (∆Chi-square = 

73.84, p = .00; CFI = 0.80; SRMR = 0.096).  

In addition, we also performed path analysis of the overall model at the team level to test the adequacy of our 

hypothesized model. The hypothesized model was found to have a very good fit with the data for both 

transformational leadership (Chi-square= 1.39, p= 0.24; CFI = 0.99; SRMR = 0.04) and transactional leadership 

when the scale is included as two factors (Chi-square= 1.26, p = 0.53; CFI = 1.00; SRMR= 0.02). 

 

4.6. RESULTS 

We further used SPSS complemented with the process program developed by Hayes to test more complex 

regression models including multiple mediators (Hayes, 2013). The complementary process program, i.e. model 

6 (Hayes, 2013), was able to directly perform bootstrapping on the relationships and determine the direct and 

indirect effects causing the (double) mediation, calculates the R² of the overall models and has high statistical 

power (Hayes, 2013). 

Table 4.1. represents the descriptive information of the variables, the correlations between the continuous 

variables and the Cronbach’s alphas of the scales.  

The results of the multivariate linear regression analyses tested the hypothesized model. The results are 

reported in table 4.2. and 4.3. As suggested by Hayes (2013), we represent the regression analyses to the 

mediators and subsequently to the outcome. Model 1 in table 4.2. confirms hypothesis 1a and partly 1b, as only 

contingent reinforcement is significantly related to performance management system strength. 

The results of table 4.3. show the direct relationship between transformational leadership contingent 

reinforcement and management-by-exception and helping behaviour. Note that these coefficients are the 

same as in table 4.2. As expected the relationship between transformational leadership and contingent 
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reinforcement with helping behaviour are positive, but for management-by-exception this effect is surprisingly 

negative.  

Hypothesis 2 expected a mediation between leadership styles, performance management system strength and 

helping behaviour. Table 4.3. confirms this mediation for transformational leadership and contingent 

reinforcement as zero is not included in the bias-corrected bootstrap confident interval. A significant 

mediation for management-by-exception could not be confirmed. 

Model 3 of table 4.2. and table 4.3. support Hypothesis 3a as the bias-corrected bootstrap confident interval of 

the indirect relationships between transformational leadership, performance management system strength, 

shared perceptions on performance management and helping behaviour (B = 0.03(0.02)) does not include zero 

(.00 to .08). For transactional leadership this double mediating effect cannot be confirmed. 

 



    

 
 

Table 4.1 Descriptive information and correlation table. 

Note: N  = 112  
Cronbach alphas are reported in parentheses on the diagonal, if applicable. 
*** p <.001. ** p < .01. * p < .05. 
 

 

 

 

 

 Mean(SD) Min Max 1 2 3 4 5 6 7 8 9 

1. Transformational leadership 5.53(0.50) 4.14 6.67 (0.87)         

    Transactional leadership: 

2. Management-by-exception 

 

3.07(0.94) 

 

1.00 

 

5.25 

 

.06 

 

(0.70) 

 
     

 

3. Contingent reinforcement 5.76(0.62) 3.75 6.75 .42** .86*** (0.68)       

4. Performance management system strength 4.81(0.92) 2.17 7.00 .31** .06* .20* (0.81)      

5. Shared perceptions on performance 
management  

3.70(0.66) 1.92 5.18 
-.02 .05 .07** .27** (0.96)    

 

6. Helping behaviour 5.68(0.90) 3.17 7.00 .48** -0.5 .23* .39** .29** (0.91)    

7. Team interdependency 5.05(0.81) 2.92 7.00 .06 .08 .10 .23* .28* .19* (0.87)   

8. Team leader Age 49.73 (7.83) 32 64 -.10 -.13 -.16 -.01 .04 -.07 .07 -  

9. Team tenure 6.33(3.28) 1.33 17 -.14 -.00 .02 -.03 .00 -.04 .07 .24* - 



 

 

Table 4.2 Regression analyses for three dependent variables with unstandardized coefficients following Hayes (2013) 

 

 

Dependent Variables M1: Performance management system 
strength 

M2: Shared perceptions  on performance 
management  

M3: 
Helping behaviour 

Constant  -14.93(53.30) 18.74(52.37) -5.22(39.06) -7.06(37) 13.50(44.84) 56.14(42.85) 
Team tenure 0.01 (.03) -0.00(.02) .01(.02) 0.00(.02) -0.01(.03) -0.03(.02) 
Team interdependence 0.24(.10)* 0.25(.10)* 0.19(.07)* 0.21(.07)** 0.06(.10) 0.08(.09) 
Task  -0.43(.27) -0.45(.27) -0.39(.19) -0.47(.19)* 0.48(.23) 0.51(.23)* 
Age team leader -.00(.01)  -0.00(.01) -0.00(.01) -0.00(.01) 0.44(.01) 0.00(.01) 

Transformational leadership  0.57(.17)***  -.11(.13)  0.70(.15)***  

Transactional leadership:   
- Management-by-exception 

  
0.02(.09) 

  
0.03(.07) 

  
-0.16(.07)* 

- Contingent reinforcement  0.46(.14)***  .04(.10)  0.64(.12)*** 

Performance management system 
strength 

  0.16(.07)* 0.12(.07)† 0.19(.08)* 0.20(.08)** 

Shared perceptions  on 
performance management  

    0.37(.12)** 0.32(.11)** 

R² 0.16 0.17 0.17 0.18 0.38 0.43 
F-value 3.99** 3.47** 3.63** 3.25** 9.03*** 9.48*** 
Note: For teams. n = 112 *** ; p <.001. ** p < .01. * p < .05. † < .10. The VIF-values in all models are all below 2.06 indicating no problems of multicollinearity (Field, 2014). 
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Table 4.3 Direct and indirect effects of full models 

 B (SE) [LLCI;ULCI] 
Direct effect   

Transformational leadership  Helping behaviour 0.70(.15)*** [.41;1.00] 
Transactional leadership – management-by-exception  Helping 
behaviour 

-0.16(.08)* [-.31;-.01] 

Transactional leadership – contingent reinforcement  Helping 
behaviour 

0.64(.12)*** [.40;.87] 

Indirect effect   
Transformational leadership   
Transformational leadership  performance management system 
strength Helping behaviour 

0.11(.06) [.01;.24] 

Transformational leadership  performance management system 
strength shared perceptions on performance management  Helping 
behaviour 

0.03(.02) [.00;.08] 

Transformational leadership  shared perceptions on performance 
management  Helping behaviour 

-0.04(.05) [-.16;.05] 

   
Transactional leadership – management-by-exception   
Management-by-exception  performance management system 
strength  Helping behaviour 

0.00(.02) [-.04;.05] 

Management-by-exception  performance management system 
strength shared perceptions on performance management  Helping 
behaviour 

0.00(.00) [-.01;.01] 

Management-by-exception  shared perceptions on performance 
management  Helping behaviour 

0.01(.02) [-.03;.05] 

   
Transactional leadership – contingent reinforcement   
Contingent reinforcement  performance management system strength 
 Helping behaviour 

0.09(.05) [.01;.19] 

Contingent reinforcement  performance management system 
strength shared perceptions on performance management  Helping 
behaviour 

0.02(.01) [-.00;.05] 

Contingent reinforcement  shared perceptions on performance 
management  Helping behaviour 

0.01(.04) [-.06;.09] 

   
 

4.7. DISCUSSION 

This study examines whether and how performance management system strength, implemented by leaders 

with different leadership styles, generates helping behaviour in teams. The multisource data from more than 

hundred police teams support the assumptions that performance management system strength, preceded by 

transformational leadership, affects helping behaviour, through shared perceptions on performance 
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management. The contingent reinforcement dimension of transactional leadership also predicts helping 

behaviour through the implementation of a strong performance management system. 

4.7.1. Theoretical Implications  

Previous studies touch on the theory of Bowen and Ostroff (2004) to study performance management 

implementation and whether it generates beneficial effects on the individual level (Audenaert et al., 2016; Van 

Waeyenberg & Decramer, 2018). Until now, effects at the team level are theoretically assumed rather than 

actually tested (Aguinis et al., 2013; Denisi & Smith, 2014), that has led to some doubts about performance 

management’s benefits for teams (Mendibil & MacBryde, 2006). This study contributes to this debate by 

identifying a relationship between an overall strong performance management system and helping behaviour 

at the team level, which is explained by an increase in shared perceptions on performance management at the 

team. When performance management is implemented distinctively, consistently and with consensus (Ostroff 

& Bowen, 2016), team members are more likely to share the understanding of what is expected of themselves 

and the team and, eventually, will be better guided and more inclined to help each other.  

The study goes even one step further and incorporates leadership styles (Avolio et al., 1999) in the HRM system 

strength literature (Bowen & Ostroff, 2004; Ostroff & Bowen, 2016). The study identifies that performance 

management system strength is fostered by leaders with a transformational leadership style and partly with a 

transactional leadership style, i.e., transactional leaders’ contingent reinforcement referring to the 

management style of rewarding employees based on their achievements (Avolio et al., 1999). Transformational 

leaders are known to communicate a strong vision and ambitious expectations and set high challenges for 

their employees (Den Hartog & Belschak, 2012). These leaders recognize the usefulness of performance 

management to manage employees in accomplishing these high expectations.  

On the other hand, transactional leaders may also foster performance management system strength, when 

those leaders mainly emphasize behaviour of contingent reinforcement. By contingently reinforcing the 

performance of employees, transactional leaders create a clear and understandable performance management 

system. These leaders have a clear picture of what they expect of their team members and manage accordingly 

(Avolio et al., 1999). By identifying transformational and contingent reinforcement leaders as pivotal when 

implementing performance management (Nishii & Paluch, 2018; Vermeeren, 2014), we are able to answer the 

call to empirically consider the intertwining effects of leadership and HRM systems (Leroy et al., 2018). 

The division of transactional leadership to justify the measurement and model fit of our data, revealed some 

interesting insights. We expected a positive effect of the overall transactional leadership style, but we are only 
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able to confirm an effect of contingent reinforcement. The other characterizing feature of management-by-

exception was not related to an effective implementation of or perceptions on performance management. This 

insignificant result could be explained by the fact that this dimension of transactional leadership reflects a 

leader that will find less urge to actively manage and, thus, apply performance management to the team, 

especially when the team performs well. These leaders only take action when things go wrong and standards 

are not met or when performance is exceptionally good (Den Hartog et al., 1997). Even though this could relate 

to an increased feeling of autonomy for the team, which is advocated by social determination theory (Deci & 

Ryan, 2000), it is found in this study that management-by-exception undermines a consistent and clear 

application of performance management. These leaders will not use performance management when 

everything goes right but will only use performance management (in the best case) to manage the team when 

absolutely needed, turning it into an ad-hoc, inconsistent and confusing HR practice for the team members. 

Team members will never know when to expect an active application of performance management. Also, it is 

much more likely that what is discussed is not in line with the previously set goals of performance 

management but with the exception at hand. Even more, as performance management is compulsory for every 

employee at the police force, the team will anyhow be confronted with this HRM system, also when the team 

leader did not felt the urge to manage its team through performance management.  

We also notice in our results that the direct relationship between management-by-exception and helping 

behaviour is significant and negative. This puts further into question whether the dimension of management-

by-exception can be an effective leadership style. Hence, the negative relationship between management-by-

exception and helping behaviour reflects the tradition of considering transactional leaders as a negative 

leadership style (Bass, 1990), but the positive effect of contingent reinforcement supports the more recent 

beliefs of the benefits of transactional leadership (Avolio et al., 1999). Overall, the study indicates that a more 

nuanced approach towards transactional leaders is warranted and encourages more in depth examinations of 

leadership styles.  

 

4.7.2. Practical Contributions 

We identified the connection between two important management practices omnipresent in organizations: 

leadership and performance management. In contrast to studies formulating practical guidelines for those HR 

practices separately (Audenaert et al., 2016), we connect them. We identified that transformational leadership 

and one dimension of transactional leadership are beneficial for performance management system strength, 

when teams need to be managed to demonstrate more helping behaviour. We want to encourage 
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organizations to provide training that simultaneously focuses on developing these leadership styles and to 

learn leaders to effectively implement performance management.  

Organizations should provide training to their leaders oriented towards demonstrating a transformational 

leadership style. This overall leadership style is a well-established leadership style with many benefits. In 

addition, the transactional leadership style of leaders should be trained as well. Of the latter, especially the 

behaviour of contingently reinforcing employees is important. Training should emphasizes the importance of 

rewarding what is expected from employees.  

In addition, this training to create transformational and transactional leaders should also mention how leaders 

can use performance management as a tool to help demonstrate these leadership styles. For instance, when 

discussing the importance of communicating a vision for the team to employees, i.e. the visionary feature of 

transformational leaders, training should also indicate that highlighting the relevance of each individual’s 

efforts for the team during performance management, i.e. performance management distinctiveness, is a way 

of being visionary. As such, organizations will simultaneously increase the effectiveness of their leaders and 

the implementation of performance management, which will ultimately result in better teams.  

 

4.7.3. Limitations and Further Research  

The study has limitations that should be considered when interpreting our results. Even though multisource 

data were used, the data were collected at one time period, preventing an empirical confirmation of causal 

relationships. The path analyses of our hypothesized model demonstrate a good fit with our data, but we still 

would encourage further studies to explore experimental or longitudinal study designs to make the causal 

linkages between leadership styles, performance management and helping behaviour more robust. Especially 

the link between performance management and leadership styles creates some food for thoughts. It could be 

that a strong implementation of performance management increases leadership styles or leadership styles 

have a moderating effect on performance management and team outcomes.  

Another limitation is the restricted examination of the team leader in our model. Building on a long tradition of 

the leadership literature and recent studies (Purcell & Hutchinson, 2007; Vermeeren, 2014), we focus on 

transformational and transactional leadership styles in combination with HRM. Nevertheless, other leadership 

styles or leader characteristics could affect performance management implementation, such as the authentic 

leadership style (Gill, Gardner, Claeys, & Vangronsvelt, 2018), leaders’ personal characteristics or their political 
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ends (Wright et al., 2003). We warrant future research to focus on other aspects related to the leader when 

studying performance management implementation. 

Finally, it should be mentioned that our theoretical framework could be extended to a cross-sectional 

multilevel model, that more fully grasps the complex mechanisms between leadership, performance 

management and changes in HR outcomes. Leader-member exchange theory has revealed that individual 

relationships between leader and employees occur (Gottfredson & Aguinis, 2017) and this could also affect how 

HRM is applied and perceived by employees. In addition, as we incorporate shared perceptions in our 

theoretical model, more complex configuration of this measure could be interesting to explore as well (Peccei 

& Van de Voorde, 2016). Even though we justified the aggregations to the average score for the construct of 

shared perceptions on performance management, more advanced techniques could be employed to study how 

perceptions are more or less shared within a team and how the level of agreement affects team level 

outcomes (Peccei & Van de Voorde, 2016). We advocate more studies in that direction.  

 

4.8. CONCLUSION 

Building on HRM system strength theory of Bowen and Ostroff (2004), performance management system 

strength generates higher helping behaviour in teams and this relationship is preceded by certain leadership 

styles. First of all, transformational leaders are found to be more likely to foster performance management 

system strength. For transactional leaders, their display of contingent reinforcement seems to benefit 

performance management system strength. The relationship between performance management system 

strength and helping behaviour is explained by shared perceptions on performance management in a team. As 

such, the study demonstrates that it is important to consider how team leaders implement performance 

management when optimizing helping behaviour in teams. 
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5. CHAPTER 5: WHEN DOES PERFORMANCE MANAGEMENT FOSTER TEAM EFFECTIVENESS? A MIXED-

METHOD FIELD STUDY ON THE INFLUENCE OF ENVIRONMENTAL EXTREMITY4 
 

 

 

 

 

 

                                                           
4 This chapter is published in the special issue ‘Teamwork in extreme environments’ of the Journal of 
Organizational Behavior in 2018: reference: Van Thielen, T., Decramer, A., Vanderstraeten, A., & Audenaert, M. 
(2018). When does performance management foster team effectiveness? A mixed-method field study on the 
influence of environmental extremity, 39, 6, 766-782. 
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“For example, when a woman walks in to say that she murdered her husband. […] it is a relative simple case to 

cope with, but we may have some cases that are much more complex.” 

- 

Manager, male, 13 years of experience 
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Organizations operating in extreme environments rely on teams to tackle the highly demanding and complex 

situations. This study aims to provide new insights into the management of such teams by exploring the 

influence of environmental extremity on the relationship between performance management and team 

effectiveness. Mixed-method and multilevel analyses of police teams working in different levels of 

environmental extremity suggest that environmental extremity moderates the relationship between 

performance management features and team effectiveness. Both the vertical alignment of performance 

management and constructive feedback have a positive effect on team effectiveness. However, these positive 

effects are constrained in teams working in heightened levels of environmental extremity. The effects of 

performance management consistency and two-way communication on team effectiveness are more nuanced 

and dependent on environmental extremity. When teams operate in heightened levels of environmental 

extremity, both features are positively related to team effectiveness. When teams operate in lower levels of 

environmental extremity, performance management consistency is not significantly related to team 

effectiveness and two-way communication is negatively related to team effectiveness. These results provide a 

nuanced understanding of how performance management engenders team effectiveness in extreme 

environments.  
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5.1. INTRODUCTION  

Extreme environments entail high-risk settings with severe consequences when performance is poor. At the 

same time they are characterized by a high degree of demands (Bell, Fisher, Brown, & Mann, 2016; Driskell, 

Salas, & Driskell, 2017). Organizations working in such environments must tackle challenges such as natural 

disasters, fires, medical emergencies, wars, space work or public violence (Bell et al., 2016; Maynard & Kennedy, 

2016; Williams, Christensen, LePere-Schloop, & Silk, 2015). Multiple theoretical and empirical studies across 

disciplines have established that in such situations team-based work arrangements are required to enable 

performance (Driskell et al., 2017; Hällgren, Rouleau, & De Rond, 2018).  

Organizations often implement the human resource management (HRM) system of performance management 

to manage teams (Aguinis, Gottfredson, & Joo, 2013). Performance management simultaneously identifies, 

measures and develops each team member’s individual performance and their contribution to the overall team 

outcomes (Aguinis et al., 2013), which are aligned with the organization’s strategic objectives (Aguinis & Pierce, 

2008). Performance management has become a widely applied management tool in conventional (Aguinis & 

Pierce, 2008; Decramer, Smolders, Vanderstraeten, Christiaens, & Desmidt, 2012) and extreme environments 

(Coutts & Schneider, 2004; Hannah, Uhl-Bien, Avolio, & Cavarretta, 2009) as it comprises features that foster 

outcomes such as innovative behaviour (Audenaert, Decramer, George, & Van Waeyenberg, 2016), affective 

commitment (Van Waeyenberg, Decramer, Desmidt, & Audenaert, 2017) and performance (Aguinis et al., 2013). 

For teams, the promising effects of performance management may be found in how it enables team members 

to take their responsibility and direct their focus in the same desired direction (Aguinis & Pierce, 2008). As 

such, performance management can make the difference between team success or failure (Aguinis et al., 2013).  

Despite these confident assertions of performance management’s success, not much is known about the 

effectiveness of performance management for teams working in extreme environments. Even more, the vast 

majority of research on extreme environment has established that such teams do not “function similarly to 

those in ‘normal’ settings” (Driskell et al., 2017, p.1), and, further, several compelling reasons have been 

provided as to why they should not be managed in the same way (Bell et al., 2016; Driskell et al., 2017). More 

specifically, due to the high consequences when performance is poor (Bell et al., 2016), teams in extreme 

environments experience higher situational strength, which is found to affect predictor-outcome relationships 

(Meyer, Dalal, & Bonaccio, 2009). Additionally, the salient characteristics of extreme environments, such as 

physical threats or short action times, are considered to activate, constrain or amplify the effects of 

management practices on desired outcomes (Bell et al., 2016; Hällgren et al., 2018; Hannah et al., 2009).  
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The extremity of the environment may also influence the effects of performance management. This 

assumption is supported by the mixed findings in performance management effectiveness in organizations 

operating in extreme environments. Some scholars have found desired positive effects generated by 

performance management such as the perceived effectiveness of performance management (Kai-Ting, 2012). 

Others have highlighted undesired negative effects generated by performance management such as 

frustration towards the system in these settings (Coutts & Schneider, 2004).  

The current study focuses on when performance management fosters team effectiveness in extreme 

environments by applying a multilevel mixed-method exploratory research approach in the extreme field of 

policing. Interviews established a rich description of the features of performance management that foster 

team effectiveness. Subsequently, survey and secondary data were collected to statistically examine how 

environmental extremity affects the relationship between these performance management features and team 

effectiveness. As such, the study follows recent calls for more mixed-method research to effectively examine 

extreme environments (Bell et al., 2016).  

This study further contributes to the existing literature on both extreme environments (Bell et al., 2016; 

Driskell et al., 2017) and performance management (Aguinis & Pierce, 2008) as it develops a nuanced 

understanding of when performance management fosters team effectiveness under the boundary condition of 

environmental extremity. By examining different levels of environmental extremity by means of a unique ratio 

based on secondary data, the study can objectively incorporate the context during the analyses. As such, the 

study provides solid insights into when performance management fosters team effectiveness (Decramer et al., 

2012; Haines III & St.-Onges, 2012) and addresses the need for more evidence-based knowledge in extreme 

environments (Bell et al., 2016).  

 

5.2. THEORETICAL FRAMEWORK  

5.2.1. Teams Operating in Extreme Environments  

We define extreme environments as high risk settings that involve high consequences when performance is 

poor and that entail high environmental demands in terms of both level (e.g., durations of interventions) and 

type (e.g., physical threats) (Bell et al., 2016; Driskell et al., 2017). Following recent efforts to provide a 

conceptualization that covers the fragmented literature on extreme environments (Hällgren et al., 2018; 

Hannah et al., 2009), we distinguish extreme events from extreme environments. Organizations operating in 

extreme environments are not permanently confronted with risky and complex events. However, the chance of 

being involved in them is far more common than in conventional work contexts (Driskell et al., 2017; Hällgren 
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et al., 2018). Teams are considered to be the most effective work structure when organizations are confronted 

with such extreme events (Bell et al., 2016). Rescue teams are composed to mitigate the consequences of an 

accident; firefighters are organized in groups to distinguish a fire and save as many people as possible (Vera & 

Crossan, 2005); and soldiers are collectively sent on missions to protect one another (Kozlowski & Bell, 2003). 

These teams vary from short-time action teams with an interdisciplinary composition (Klein, Ziegert, & Knight, 

2006) to stable task teams with a similar disciplinary background (Fisher & Hutchings, 2012). However, they all 

have in common that their effectiveness generates life-changing effects.  

Police forces are also divided into teams due to the extremity of their work environment. Police teams are 

necessary, not only for protecting on another when interventions get out of hand (Bell et al., 2016), but also 

because almost every crime event demands a different and agile reaction. For instance, when violence is being 

reported, police teams immediately intervene, without knowledge of the exact motive, the type of weapon(s) 

or the number of people involved. A workforce that bundles their knowledge and skills is indispensable to 

effectively solve such complex and highly demanding events (Driskell et al., 2017). Only by working together 

are police officers able to maintain order, in varying situations from solving quarrels between neighbours 

(Wher, 2015) to unravelling human trafficking gangs (Bechky & Okhuysen, 2011), to guarantee the safety and 

life quality of inhabitants.  

The research on extreme environments has established that the teams in these environments do not benefit 

from a traditional management approach (Bechky & Okhuysen, 2011; Hannah et al., 2009), which can be 

explained by two main reasons. First, a high-consequence environment increases situational strength in 

extreme teams (Meyer et al., 2009). Situational strength refers to explicit or implicit cues provided by external 

entities with regard to the appropriateness of certain actions that implicate or constrain certain behaviours 

(Meyer, Dalal, & Hermida, 2010). Such an increase in situational strength is likely to influence management 

practices effectiveness (Bell et al., 2016). Second, extreme environments entail contextual characteristics that 

are uncommon in conventional settings such as high time pressures, unpredictable events or life-threatening 

situations (Bell et al., 2016). These salient contextual characteristics are also considered to implicate the 

relevance of team management practices (Bell et al., 2016).  

Solid empirical findings on management practices in extreme environments support such differences in 

generated effects. For instance, Hannah et al. (2009) revealed that several salient components of extreme 

environments, such as the possible threat and the physical distance between leaders and their teams, affect 

the processes by which leaders generate outcomes in their teams. Wilson et al. (2005) found that specific team 

processes, such as cross looped information and adaptability, should be taught during training to foster safety 



CHAPTER 5  157 

 

 

in extreme environments. Surprisingly, thus far, the frequently used management practice of performance 

management remains unconsidered in extreme environments. 3.3.2. Performance management in extreme 

environments  

Performance management is the strategic and ongoing human resource management (HRM) system that 

enables sustainable organizational success and enhances the development of the capabilities of teams 

(Bauwens, Audenaert, Huisman, & Decramer, 2017; Fletcher & Williams, 2016). Performance management is 

more than merely the once-per-year practice of appraising employees (Aguinis & Pierce, 2008). Performance 

management starts with the determination of objectives, values and behaviours in mutual agreement between 

the team member and leader and in accordance with the strategy of the organization. These aspects are 

monitored daily and finally evaluated and discussed, leading to new goals in the final stage of the 

performance management process (Aguinis & Pierce, 2008). When implemented in teams, performance 

management follows the same principles; however, in addition to targeting individual performance, it also 

targets the individual contribution to the team (Aguinis et al., 2013).  

The evidence that performance management accomplishes what it promises is far from conclusive. Whereas 

some studies indicate that organizations using performance management outperform organizations without 

such a system (Armstrong & Baron, 2004), others demonstrate that performance management does not work 

unconditionally (Lawler III, 1994; Coutts & Schneider, 2004). As a response to these mixed effects, scholars have 

emphasized that the appropriate implementation of performance management is the key to its success 

(Aguinis et al., 2013; Decramer, Smolders, & Vanderstraeten, 2013). Acknowledging that it is not the intentions 

of the organization, but rather the supervisors’ implementation of HRM that generates the desired effects 

(Bowen & Ostroff, 2004; Nishii & Wright, 2008), researchers have begun to undertake in-depth examinations of 

how performance management is implemented. This research has revealed that the implementation of specific 

performance management features, such as the vertical alignment of performance management (Van 

Waeyenberg et al., 2017), or performance management consistency (Audenaert et al., 2016), determine the 

effectiveness of performance management.  

Additionally, multilevel models have been proposed to explore how the implementation of HRM systems 

fosters higher-level performance (Bowen & Ostroff, 2004; Ployhart & Moliterno, 2011). The work of Bowen and 

Ostroff (2004) was progressive in this respect, as it indicated that the features of HRM systems create a 

higher-level performance climate. Building on this theoretical work, scholars have explored performance 

management features that could augment the effectiveness of the overall team, such as the inclusion of inside 
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and outside information and considering both individual and team objectives during the performance 

management process (Aguinis et al., 2013; Denisi & Smith, 2014).  

However, this recent interest in the implementation of performance management has also revealed that 

performance management features are not universally effective (Biron, Farndale, & Paauwe, 2011). For 

instance, the vertical alignment of performance management is found to increase the well-being of nurses 

(Decramer et al., 2015), whereas for academic staff, vertical alignment does not contribute to beneficial 

outcomes (Decramer et al., 2013). An explanation for these ambiguous results may be found in the contextual 

boundaries that affect the impact of performance management features. The limited number of research that 

has explicitly considered the context when examining performance management has indeed revealed that 

external influences affect the implementation (Decramer et al., 2012) and the generated outcomes of 

performance management (Haines III & St. Onge, 2012).  

Apart from these interesting findings, no other research has explicitly focused on the context when examining 

the effects of performance management. Such consideration of the context is especially warranted for extreme 

environments, as studies have indicated mixed effects of performance management in these environments. On 

the one hand, Kai-Ting (2012) found that a value-driven performance management system is perceived as 

effective by police officers. On the other hand, Williams et al. (2015) found that a lack of involvement in the 

performance management process creates frustration among police officers. These studies are a valuable first 

step in determining how organizations in extreme settings benefit from performance management, but they 

do not explicitly consider how the extremity of the environment impinges on these relationships (Bell et al., 

2016), nor do they study how the much-desired team outcomes in these settings are generated. Hence, 

rigorously designed studies remain necessary to determine how performance management fosters team 

effectiveness in extreme environments.  

 

5.3. STUDY 1  

As the effects of performance management on teams working in extreme environments were not a central 

focus of previous theoretical and empirical developments, we first conducted exploratory in-depth interviews. 

Interviews have been proven to be particularly useful in examining context-specific phenomena (Biron et al., 

2011) that cannot be guided by predefined variables (Creswell & Clark, 2011; Ladegard & Gjerde, 2014). The 

interviews revealed the features of performance management that should be implemented to generate team 

effectiveness in extreme organizations.  
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5.3.1. Interview Sample  

We recruited a sample from the Belgian Police, as this organization operates in an extreme environment and 

makes use of a typical and formally described performance management system, which includes performance 

planning, monitoring and evaluation. We interviewed members of the two main operational bodies of the 

Belgian Police Force that are regularly confronted with extreme situations: the Local Police Force and the 

Federal Judicial Police Force. We interviewed all of the actors involved in the performance management 

process. First, 23 highly skilled (HR)managers were interviewed, who have a professional background and are 

familiar with the organization’s intentions with regard to performance management (Nishii & Wright, 2008). 

Second, we interviewed five team leaders of a Local Police Force in order to include knowledge about the 

actual implementation of performance management (Nishii & Wright, 2008). Third, 17 team members of two 

Local Police Forces were interviewed to capture the perceptions about performance management’s 

effectiveness, as it is merely through these perceptions that performance management can generate desired 

effects (Den Hartog, Boselie, & Paauwe, 2004). The overall sample of interviewees was 71.40% male, with an 

average job tenure of 13.90 years.  

 

5.3.2. Data Collection and Analysis  

Four trained researchers with an academic background who were familiar with the topic and purpose of the 

research conducted the, sometimes paired, interviews. To increase data validity, the interviews were held in a 

private context and with guaranteed confidentiality (Van Loon et al., 2013). In advance, the researchers 

consulted numerous secondary sources, including scholarly work, applied work (e.g., royal decisions, formal 

procedures) and traditional media accounts (e.g., news sites) to immerse themselves in the extant writing on 

performance management in extreme environments (Ashforth, Kreiner, Clark, & Fugate, 2017). Combined with 

visits to police forces to observe several team meetings, this exposure to additional data played a sensitizing 

role mainly before but also during and after the data collection of the interviews.  

The interviews averaged approximately one hour and a half and were semi-structured. We used an interview 

guide with predetermined questions to diminish the interviewer bias (Creswell, 2014) and questions that 

emerge when the interview unfolded over time. The interview guide was based on previous research (Aguinis 

et al., 2013; Decramer et al., 2013), official documents of the Belgian Police and preliminary reflections with an 

expert. The interview guide was reviewed by academic researchers and tested by a professional of the Federal 

Judicial Police Force with a comparable level of experience and background as the sample (Creswell, 2014). The 

interview guide was the same for every interviewee, however, it was modified to the person’s role (i.e., (HR) 

manager, team leader or team member) in the performance management process.  
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We recorded the interviews digitally, which enabled us to transcribe them afterwards (Creswell & Clark, 2011). 

Subsequently, the contents of the interviews were explored with the aid of the software program Nvivo11. The 

program allowed us to enter all codes, facilitate coding links, perform text searches and find the instances and 

intersections of the codes during the analysis (Kreiner, Hollensbe, & Sheep, 2009). As we engaged in ongoing 

comparison of emerging ideas from the data while remaining mindful of how the data might contribute to the 

topic of the research, we employed an abductive coding approach. Such coding approach has been used 

successfully in other management qualitative work and consists of an iterative process of simultaneously open 

and axial coding (Ashforth et al., 2017; Kreiner et al., 2009). We labelled and categorized units of text from the 

interviews with codes. Every word, sentence, paragraph or passage was considered as a viable unit of text that 

can be coded. Multiple codes could be applied to one part of the text. These codes were both first-order codes, 

meaning that they are more closely derived from the interviewees’ language, and second-order codes, 

meaning that these codes are more closely related to theoretical constructs. Based on our analyses, we 

developed an emerging coding dictionary that was modified during the coding process.  

We verified the fidelity of our codes in several ways. First, in a preliminary stage, we asked a doctoral 

researcher in economic sciences, who was unfamiliar with the subject but well informed about the purpose of 

the study to code one interview (Lee, Benoit-Bryan, & Johnson, 2012). Of this co-coded interview we calculated 

the Cohen’s Kappa coefficient and the interrater agreement percentages to judge the coding reliability. The 

overall Cohen’s Kappa coefficient of 0.73 and the interrater agreement percentages between 94% and 98% 

demonstrate sufficiently high congruence between both coders (Lee et al., 2012;Waldman, Carmeli, & Yitzack, 

2011). Second, after finalizing our coding dictionary and reaching theoretical saturation, we engaged in a 

supplementary coding process to determine whether the emergent codes fit the data. As is done in other 

management qualitative studies (Ashforth et al., 2017; Kreiner et al., 2009), we gave another doctoral 

researcher in economic sciences, who was also unfamiliar with the study, the coding dictionary along with 

passages of text from a representative sample (43% of the overall sample) in which each of the codes of this 

study were represented. This comparison yielded sufficient high percentages of interrater agreement mostly 

approximately 90% and always above the 60% cut-off percentage put forward by Cohen (1960).  

 

5.3.3. The Emerged Features of Performance Management  

During the interviews, we asked for the effectiveness, the advantages and/or disadvantages of performance 

management as implemented by the Belgian Police Force to foster its strategic development. We encouraged 

an in-depth dialogue during which four features of performance management were routinely discussed by the 
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interviewees. We summarize these features in the figure below (see figure 5.1.) and explain them more 

thoroughly hereafter.  

 

Figure 5.1. Theoretical framework based on the results of study 1 of chapter 5 

 

 

A first feature of performance management revealed by the interviews was the importance of the association 

between the individual, team and organizational objectives for police teams: “Because goals become shared, 

colleagues will discuss them more often on the team, and so the possibility to attain the goal automatically 

increases” (male, manager). Conversely, “if it is not clear where you are going as a team, problems may arise” 

(female, HR manager). However, according to the interviewees, there is a certain degree of flexibility in 

policing that should also be guaranteed, since police teams “are sometimes lived through to such an extent 

that attaining the predefined goals becomes impossible” (male, HR manager). By searching for relevant 

concepts to address this feature of performance management, we noticed that the integration of higher 

objectives in the performance management process is related to the concept of the vertical alignment of 
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performance management, which is defined as the relationship between the employees’ performance 

management system and the organization’s and team’s objectives (Aguinis et al., 2013; Decramer et al., 2015).  

Second, many of the respondents mentioned the advantage of considering performance management as a tool 

to provide constructive feedback that clarifies what was done properly on the one hand and what should be 

done better or differently in the future on the other hand. More specifically, providing positive feedback was 

considered essential because “when you […] say that they did a good job, then it becomes easier for them to 

accept that other competences still need some redirections” (male, team leader). Providing negative feedback 

by means of performance management was important to foster perceptions of justice, because “when you give 

yourself for the full 100% and your colleague only for 70%, but you receive the same evaluation. I do not think I 

have to explain how that feels. You are going to adjust your own efforts as well” (male, team member). This 

feature can be linked to the theoretical concept of constructive feedback, which is defined as the practice of 

delivering feedback in a thoughtful way while making helpful suggestions for improvement (Kozlowski & Bell, 

2003; Rosen, Levy, & Hall, 2006). 

Third, the recurrence of the same aspects during the performance management process also emerged from the 

data as an essential performance management feature. To illustrate, an HR manager said: “I think you should 

start from the evaluation to determine strong points and weak points that could be improved” (female, HR 

manager). Related, the frequency of the performance management process was often mentioned because” if 

you work and receive only sporadic monitoring, you think you are doing a good job, but you sometimes forget 

the goals and values!” (male, team leader). We found that pointing out the same behaviour, attitudes and 

values during the overall performance management process corresponds to performance management 

consistency. Performance management consistency is conceptualized as the alignment of goal-setting with the 

provision of feedback and evaluation (Audenaert et al., 2016; Decramer et al., 2013).  

Finally, fourth, the data revealed that performance management is “an opportunity to catch the attention of 

people and debate with them” (male, manager). An actual debate during the performance management 

process in which the input of the team member is asked and acknowledged, is positively perceived by the team 

as “mutual respect is created.” (male, team member). Even more, the system was considered ineffective when 

it was merely imposed on the employees, as one team leader explains: “if we only do it from our own 

perspective, and I write down how the person should change within three months, nothing will happen” (male, 

manager). We found that the communication between employee and supervisor during the performance 

management process is conceptualized as performance management two-way communication in previous 

research (e.g., Decramer et al., 2013; Fletcher & Williams, 2016).  
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5.4. HYPOTHESIS DEVELOPMENT  

Four performance management features arose from the exploratory interviews: the vertical alignment of 

performance management, constructive feedback, performance management consistency and two-way 

communication. In the following paragraphs, we argue why these features are important to consider when 

examining performance management in relation to team effectiveness, mainly building on the work of Bowen 

and Ostroff (2004). We hypothesize that these relationships are influenced by the extremity of the context in 

which these teams operate. Therefore, we build on the theory of situational strength that is considered to be 

heightened in teams operating in higher levels of extremity (Bell et al., 2016) and other contextual 

characteristics of extreme environments (Driskell et al., 2017). More specifically, we propose that higher levels 

of environmental extremity constrain the positive effects of the vertical alignment of performance 

management and constructive feedback on team effectiveness and amplify the positive effects of performance 

management consistency and two-way communication on team effectiveness.  

 

5.4.1. Vertical Alignment of Performance Management  

First, the vertical alignment of performance management relates to how the individual objectives are aligned 

to those of the team and the overall organization (Decramer et al., 2015). We expect that the vertical alignment 

of performance management fosters team effectiveness as it indicates how team members can contribute to 

the overall team and/or organizational objectives (Bowen & Ostroff, 2004; Denisi & Smith, 2014), but that this 

relationship is likely to be constrained by heightened levels of environmental extremity. In higher levels of 

environmental extremity, teams are more aware of the desirability of potential behaviour due to the presence 

of situational strength (Bell et al., 2016). Such situational strength makes the need for a strong articulation of 

the team members’ roles and relevance for the overall team objectives less necessary. Moreover, the guidance 

that is offered by situational strength can be more relevant than the goals set by the vertical aligned 

performance management process. Kuvaas, Buch, and Dysvik (2016) revealed that predefined objectives do not 

always remain relevant and useful in generating expected outcomes. We presume that this may be especially 

true in extreme environments. Heightened levels of environmental extremity augment task complexity and the 

unpredictability of events (Driskell et al., 2017), which is known to decrease the relevance and usefulness of 

predefined objectives (Van Vijfeijken, Kleindgeld, Tuyl, Algera, & Henk, 2002) and to increase the need for 

adaptability to effectively adjust to evolving situations (Wilson et al., 2015). Hence, when teams in heightened 

levels of extremity use a vertically aligned performance management system, they may entrench too firmly to 

the previously set objectives. As such, the team may be less inclined to demonstrate adaptive behaviour, 
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diminishing the effect of vertical alignment on team effectiveness. Lower levels of environmental extremity 

are less likely to foster these negative side-effects by the predefined objectives because the relevance of these 

objectives is more likely to remain accurate (Kuvaas et al., 2016). As such, the vertical alignment of 

performance management is more firmly connected to team effectiveness in teams operating in lower levels 

of environmental extremity. Based upon this reasoning, we hypothesize the following:  

Hypothesis 1: The relationship between the vertical alignment of performance management and team 
effectiveness is positive and moderated by environmental extremity such that the effects are weakened in 
more extreme environments.  

 

5.4.2. Providing Constructive Feedback during the Performance Management Process  

Constructive feedback is another salient feature of performance management that we expect to foster team 

effectiveness (Van Waeyenberg, Decramer, & Anseel, 2015; Anseel, Beatty, Shen, Lievens, & Sackett, 2015). 

Constructive feedback is an effective way of simultaneously demonstrating appreciation towards the team by 

revealing what was done well (Chen, Wu, & Leung, 2011), and guiding the team in the right direction by 

indicating what still needs to be improved (Burke et al., 2006). We propose that the value of constructive 

feedback is decreased when the team is faced with heightened levels of environmental extremity. The higher 

degree of situational strength inherent to teams working in extreme environments already guides the team in 

engaging in or refraining from certain behaviours (Bell et al., 2016; Meyer et al., 2010). This guidance by 

situational strength diminishes the need for constructive feedback to generate team effectiveness. In addition, 

since higher levels of extremity involve unpredictable situations with unknown means-end solutions (Hällgren 

et al., 2018; Johnson, 2015), constructive feedback might be less straightforward. Public violence, for instance, 

occurs unexpectedly in diverse forms, scales and locations, constantly requiring new and different approaches 

by the police teams. As such, the previously provided constructive feedback may be less applicable for the 

current event of public violence.  

In contrast, teams working in lower levels of environmental extremity operate in more predictable work 

environments. In such context, constructive feedback may offer a more direct answer for the challenges of 

tomorrow (Geister, Konradt, & Hertel, 2006; Rosen et al., 2006). As the guidance of situational strength is also 

less prevalent in lower levels of environmental extremity, these teams are more in need for other types of 

guidance, such as constructive feedback. Hence, providing constructive feedback in these teams is expected to 

be more firmly connected to team effectiveness than in teams that are confronted with higher levels of 

extremity. Following this line of reasoning, we hypothesize the following:  
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Hypothesis 2: The relationship between performance management constructive feedback and team 
effectiveness is positive and moderated by environmental extremity such that the effects are weakened in 
more extreme environments.  

 

5.4.3. Performance Management Consistency  

Performance management consistency implies the alignment of the different stages involved in the 

performance management process. When performance management is highly consistent, the same attitudes, 

values and behaviours are set, monitored and, eventually, evaluated during the overall performance 

management process (Karim, 2015, Audenaert et al., 2016). This eliciting, monitoring and evaluating of the 

same required behaviours, attitudes and values offers consistent guidance to teams (Audenaert et al., 2016; 

Decramer et al., 2013), fostering team effectiveness (Aguinis et al., 2013; Bowen & Ostroff, 2004). We expect 

that this effect of performance management consistency on team effectiveness is amplified by higher levels of 

environmental extremity. By frequently repeating and reconfirming the same values, behaviours and attitudes, 

performance management consistency offers the team something that is responsive to their own efforts. 

These aspects are minimally affected by the unexpected events (Audenaert et al., 2016), which teams that 

operate in high levels of environmental extremity encounter frequently (Hällgren et al., 2018). As such, 

performance management may secure team effectiveness, even when the demands of the work environment 

are extremely high (Beckhy & Okhuysen, 2011; Driskell et al., 2017).  

In contrast, performance management inconsistency will have enlarged negative effects in heightened levels 

of environmental extremity. The inconsistent on-going management system may obfuscate the guidance that 

is automatically offered by the heightened levels of situational strength (Bell et al., 2016). When the team’s 

evaluation is based on behaviours, values or attitudes that were not previously determined, performance 

management creates confusion (Audenaert et al., 2017) that jeopardizes appropriate reactions from the team. 

In environments with lower levels of extremity teams are less confronted with high demands and complex 

tasks (Campbell, 1988), making clear guidance by performance management consistency less essential to 

foster team effectiveness. Therefore, we hypothesize the following:  

Hypothesis 3: The relationship between performance management consistency and team effectiveness is 
positive and moderated by environmental extremity such that the effects are strengthened in more extreme 
environments.  
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5.4.4. Two-Way Communication During the Performance Management Process  

Two-way communication refers to the extent that employees have the possibility of providing their own input 

during their performance management process (Decramer et al., 2013). Two-way communication is considered 

to be an advantage for teams (Aguinis et al., 2013) because when team members have a voice in determining 

their management, perceptions of task significance (Hackman & Oldman, 1975), appreciation (Decramer et al., 

2013) and fairness (Bowen & Ostroff, 2004) are increased. Due to the higher levels of situational strength in 

teams operating in high levels of environmental extremity, team members function as experts about the 

behaviours that are expected and should be constrained (Bell et al., 2016). In such situation, two-way 

communication is likely to be more effective than in teams that address lower levels of environmental 

extremity. The input from the team members during two-way communication can even be more relevant than 

the input from the team leader when the environment has heightened levels of extremity. The complexity and 

unpredictability of events in extreme environments require the development of competences to occur during 

the job. This situation increases the need for two-way communication to obtain the best strategic approach for 

future team effectiveness (Audenaert, Vanderstraeten, Buyens, & Desmidt, 2014; Lindgren, Henfridsson, & 

Schultze, 2004). Additionally, the physical distance between the team leader and the team is often high in 

extreme environments (Dalenberg, Vogelaar, & Beersma, 2009, Hannah et al., 2009), diminishing the team 

leader’s ability to provide an appropriate direction to its team (Hannah et al., 2009). Hence, in teams operating 

under extreme conditions, the acknowledgment of the valuable information from team members provided by 

two-way communication tailors the extreme team’s functioning more firmly to an effective performance 

management and, as such, increases team effectiveness.  

We expect that when levels of environmental extremity are low, the positive effect of two-way communication 

will be weakened. As the events with which these teams are confronted are more predictable, the team 

members require competences that are more easily determined in advance of the actual tasks (Audenaert et 

al., 2016). In this situation, the team leader can also be better aware of what the team needs to become 

effective (Hannah et al., 2009). Hence, in such environments, the relevance of the team members’ input during 

the performance management process is lower.  

Hypothesis 4: The relationship between performance management two-way communication and team 
effectiveness is positive and moderated by environmental extremity such that the effects are strengthened in 
more extreme environments. 
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5.5. STUDY 2  

5.5.1. Method  

The objective of the second study is to reveal when performance management features generate team 

effectiveness under the boundary condition of environmental extremity. Therefore, we combined a cross-

sectional survey study with secondary data about environmental characteristics at the same setting of the 

Belgian Police Force. The surveys were distributed manually or through the online interface of Qualtrics among 

eight local police departments and 11 departments of the Federal Judicial Police Force from February until 

August 2017. In four cases, the departments of the Federal Judicial Police were further divided with accordance 

to the judicial districts in which they operate and that reflect different levels of environmental extremity. As 

such, we ended up with a total of 25 different levels of environmental extremity in our sample. Due to the 

bilingualism of Belgium, the surveys were distributed in Dutch and French after guaranteeing their validity by 

means of back-translation by a degreed translator (Chen et al., 2011). The HRM department of the Belgian 

Police Force reviewed the survey to check the compatibility with the setting.  

A total of 1,108 employees participated in the questionnaire. As the focus of the study is how the 

implementation of performance management in teams generates beneficial outcomes (Bowen & Ostroff, 2004; 

Ployhart & Moliterno, 2011), we are particularly interested in the data at the team level. Therefore, we retained 

each team with more than one respondent to prevent inflated standardized effect size estimates and 

decreased statistical power (Hirschfeld, Cole, Bernerth, & Rizzuto, 2013). The final sample includes 212 police 

teams operating in 25 environments varying in levels of extremity. We ended up with an average response rate 

of 58.46% per team, ranging from two to 21 respondents per team. Of the team members who responded, 

67.70% are male, 17% female (15.30% unknown) and have an average age of 41.24.  

 

5.5.2. Measurements 

5.5.2.1. Performance management features  

Vertical alignment of performance management is measured with the adapted scale by Fletcher and Williams 

(1996). We measured the degree to which employees are aware of the relationship between their own 

objectives with the team and organizational objectives with three items. An example item is “I am aware of the 

future objectives and plans of [name police department]” (see 7.4. Appendix of Chapter 5). The respondents 

could answer on a scale from one (“totally disagree”) to seven (“totally agree”). In the aggregate, vertical 

alignment of performance management refers to the average perception regarding how relevant team 
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members consider their role on the team and organization to be, no reference-shift to the team is included in 

this measure (Peccei & Van de Voorde, 2016). To demonstrate the internal consistence reliability at the level 

where performance management will be tested for substantive relationships, we calculated the scale 

reliability based on the team average score for each item (Mathieu & Taylor, 2007), which indicates good 

internal consistency of the scale (team-level Cronbach’s alpha = 0.95).  

Performance management constructive feedback is based on the scale developed by Rosen et al. (2006). The 

scale consists of five items (Rosen et al., 2006), of which an example item is “My supervisor is tactful when 

giving performance feedback”’, which could be answered on a scale from one (“totally disagree”) to seven 

(“totally agree”). On the team level, this construct refers to the extent to which constructive feedback is 

present on the team, with no reference-shift to the amount of feedback on the team (Peccei & Van de Voorde, 

2016). In our final scale, we excluded one item to increase the reliability of the scale (team-level Cronbach’s 

alpha = 0.91).  

Performance management consistency is measured using the scale of Decramer et al. (2013), consisting of 

three questions. We adapted these questions into statements that could be answered on a scale from one 

(“totally disagree”) to seven (“totally agree”). An example item is “There is a link between my monitoring and 

my formal evaluation”. For the team, the score of the performance management consistency indicates how, on 

average, constant performance management is perceived by the team (team-level Cronbach’s alpha = 0.91). 

This also does not include an explicit reference-shift in the measure (Peccei & Van de Voorde, 2016)  

Performance management two-way communication is measured by using the validated scale developed by 

Tang and Sarsfield-Baldwin (1996). The scale consists of six questions that could be answered from one 

(“never”) to seven (“always”), of which one example item is “How often does your supervisor ask for your 

opinion during the appraisal process?”. On the team level, the feature of two-way communication refers to the 

average team perception regarding how open the team leader is towards his or her opinion during the 

performance management process with no-reference shift in the questions. Collectively, the items exhibited a 

high team-level scale reliability  (Cronbach’s alpha = 0.86).  

Team effectiveness We used Sparrowe, Liden, Wayne, and Kraimer (2001)’s multidimensional scale to represent 

the holistic nature of police teams’ effectiveness. This measure included questions with a reference-shift 

towards the team (Peccei & Van de Voorde, 2016). More specifically, we asked the team members about their 

opinion on five aspects related to the effectiveness of their team. We asked for the team’s quantity of work, 

quality of work and overall efficiency, flexibility and performance (team-level Cronbach’s alpha = 0.87). They 

were able to answer on a scale from one (“very poor”) to seven (“excellent”).  
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Environmental extremity We conceptualize environmental extremity by the amount of public violence that 

occurs in each environment, which includes physical, sexual and psychological assaults and armed robberies. 

Although other criminal events could be described as unconventional, such as homicides or thefts, violence in 

public spaces is the most closely related to the conceptualization of extreme environments. Public violence 

creates a hostile situation with the potential for injury or death for (innocent) citizens and the police team 

itself, severely increasing the consequences of performance (Bell et al., 2016). Public violence also occurs in 

many different forms and degrees and has the possibility to change and evolve during the event itself, yielding 

high demands and task complexity for police teams (Caro, 2011). Apart from the fact that more public violence 

indicates higher demands for the teams, it also implies that the recovery time is not ample, further relatively 

intensifying the extremity of events (Hannah et al., 2009). To measure public violence for each environment, 

we used the available data from the criminality figures released by the Belgian Federal Police Force 

(“Criminaliteitsstatistieken”, 2017) that were, at the time, the closest related to the survey (Barni, Vieno, 

Roccato, & Russo, 2016). We calculated a ratio of the amount of public violence per 1,000 citizens, to make 

them comparable (Barni et al., 2016; McCall, Land, Dollar, & Parker, 2013). The lowest level of environmental 

extremity (2.67 public violence incidents per 1,000 citizens) represents a low frequency of public violence in 

the environment. The highest level (28.04 public violence incidents per 1,000 citizens) represents a high 

frequency of such highly demanding and risky events in the environment. We transformed the measure with a 

square-root to approximate a normal distribution (mean = 2.83; minimum value = 1.63; maximum value = 5.30) 

(Hox, 2010).  

Control variables The team size was included as a control variable in our analyses, as the team size varies 

between two to 40 members in police teams and small teams are considered to be more effective than large 

teams (Shaw et al., 2011). The team size was measured based on the organograms of the different participating 

departments. In addition, the average team tenure was included in our analyses, as team tenure may affect the 

efficiency of interactions between team members (Mathieu, Maynard, Rapp, & Gilson, 2008). Finally, we 

controlled for the teams’ affiliation to the Federal Judicial Police or the Local Police Force. Although both 

organizations operate in the same extreme environment and have the same duty of law enforcement, they are 

structured on a different geographical base, making it opportune to control for the teams’ affiliation. We 

included all the control variables in our analyses as the coefficients differentiated with a value of more than 

0.01 with and without being controlled for these aspects (Becker et al., 2016; Bernerth & Aguinis, 2016). 
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5.6. ANALYSES  

5.6.1. Aggregation and Measurement Analyses  

As the features of performance management and team effectiveness were measured on the individual level, 

we examined the statistical adequacy of aggregating at the team level. This increases our understanding and 

justification to analyse performance management and team performance at the team level (Peccei & Van de 

Voorde, 2016). We tested whether the average scores differed significantly across teams with one-way 

analyses of variance (ANOVA) and by calculating the intra-class correlation (ICC) coefficients, consisting of both 

ICC(1), indicating the proportion of variance in ratings due to team membership, and ICC(2), indicating whether 

the teams’ means can be used to reliably differentiate between teams (Bliese, 2000). To evaluate the 

interrater agreement of the variables, we used the multiple-item estimator of rwg(j) (LeBreton & Senter, 

2008). More specifically, we calculated the values of rwg(j) for a uniform distribution with an expected error 

variance of 4.00 for our 7-point scale and a slightly skewed (SS) distribution of responses with an expected 

error variance of 2.90 (James, Demaree, & Wolf, 1993; Lebreton & Senter, 2008). We performed the calculations 

of rwg(j) using the tool provided by Biemann, Cole, and Voelpel (2012).  

These analyses yielded support for within-team agreement with a median rwg(j) = .84 (SS median rwg(j) = .75) 

for the vertical alignment of performance management (F(211,733) = 1.87, p = .00, ICC(1) = .12, ICC(2) = .47); 

median rwg(j) = .87 (SS median rwg(j) = .79) for constructive feedback (F(211, 729) = 2.28, p = .00, ICC(1) = .17, 

ICC(2) = .56); median rwg(j) = .86 (SS median rwg(j)= .75) for performance management consistency (F(211, 

703) = 1.84, p = .00, ICC(1) = .12, ICC(2) = .45); median rwg(j) = .87 (SS median rwg(j) = .77) for performance 

management two-way communication (F(211, 681) = 2.17, p = .00, ICC(1) = .16, ICC(2) = .54) and median rwg(j) = 

.95 (SS median rwg(j) = .88) for team effectiveness (F(211, 801) = 2.42, p = .00, ICC(1) = .19, ICC(2) = .59). 

Although the ICC(1) values are significant and (above) the accepted standard of .12 (Glick, 1985; Klein & 

Kozlowski, 2000) and the rwg(j) values are well above the standard cut-off value of .70 (James et al., 1993), 

the ICC(2) values often fall under the conventional cut-off value of .60 (Glick, 1985). However, as the 

aggregation statistics of the performance management features relate to shared personal perceptions and not 

to external group-level constructs, and hence, no reference-shift or consensus variable is constructed 

(Lebreton & Senter, 2007), the reported ICC(2) values are acceptable and in line with similar HRM studies (e.g., 

De Jong & Elfring, 2010).  

To gain more confidence in our measurements, we conducted a multilevel confirmatory factor analysis (MCFA) 

following Huang (2017)’s procedures using the R software with the Lavaan package (Rosseel, 2012). We 

specified a single-factor, a two-factor and our hypothesized five-factor solution for a two-level CFA to 
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generate unbiased estimates of the group-level factor structure by statistically accounting for the within-

group factor structure (Hox, 2010). The factor loadings of the first indicator of a latent variable were set to one 

to fix the scale of the latent variable, the error terms were modelled independently and cross-loadings were 

not estimated (Huang, 2017; Lu, Leung, Savani, & Morris, 2017). All the parameter estimates for the factor 

loading from the five latent variables to their respective observed indicators were significant on the between 

and the within level. We considered the chi-square test; the comparative fit index (CFI) that should be above 

.90 (Hox, 2010); and the root mean square error approximation (RMSEA) that should be less than .08 (Kline, 

2004) of the hypothesized five-factor model of our study. The hypothesized model displays a good fit with the 

data (X²(358)= 815.02, p = .00, CFI =.99, RMSEA = .05, 95% CI[.05, .06] p < .00) and fit the data significantly 

better than the two-level two-factor model (collapsing all four performance management features) (ΔX² = 

124.96, df=9, p <.00) and the two-level one-factor model (ΔX²= 138.30, df=10, p <.00). To gain additional 

confidence in the measurements of the performance management features as four different aspects of 

performance management, we checked for multicollinearity issues at the team level by calculating the 

tolerance and variance inflation factor scores of the hypothesized models, which never raised concerns. 

Because the independent and dependent variables were derived from a cross-sectional survey, common 

method bias could also be a concern. We tried to minimize such bias by anticipating this issue in the survey 

design, for instance, by labelling the response categories differently among the variables, by formulating the 

items clear and unambiguous and by gaining central support for the distribution of the surveys (Podsakoff, 

MacKenzie, & Podsakoff, 2012). 

 

5.6.2. Analytical Strategy  

Because the 212 teams are nested within 25 different levels of environmental extremity, we used hierarchical 

linear modelling (HLM) with full maximum likelihood (Hox, 2010). The HLM approach has the advantage of 

allowing one to conduct group mean analyses, simultaneously examine variables at their appropriate level and 

account for nested data (Post, 2017). In the HLM analyses, we employed a grand mean-centered approach for 

our team-level variables and modelled them at level one (Snijders & Bosker, 2012). The environment was 

modelled at level two. We report the deviance score of each model as an indicator of fit, which is interpreted as 

“the smaller, the better the model” (Hox, 2010) and the level-one pseudo R² for each model (Snijders & Bosker, 

2012). To test our hypothesized interaction effects, we used the Johnson-Neyman technique. This technique 

mathematically derives the regions of significance for the interaction effect (Bauer & Curran, 2005; Hox, 2010). 

Apart from providing confidence intervals when plotting the conditional effects, the Johnson-Neyman 
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technique also overcomes other limitations associated with simple slope analyses, such as limited number of 

slopes and arbitrary chosen values of the moderator (Bauer & Curran, 2005).  

 

5.7. RESULTS  

Table 5.1. represents the mean and standard deviations (SD) of the continuous variables, including the mutual 

correlations at both the organizational level and the team level. The significance of some of the correlations 

already indicates the proposed relationships of our hypotheses. 

Table 5.2. represents the fixed effects with robust standard errors for all the models. The table starts with the 

intercept-only model, which serves as a benchmark by which other models can be compared and is used to 

define the relative variance at the team and organizational levels of the outcome variable (Hox, 2010). The 

variance in team effectiveness can be explained for 86.67% at the team level and for 13.33% at the 

organizational level.  

Hypothesis 1 predicted that the vertical alignment of performance management affects team effectiveness but 

that the relationship is weakened when environmental extremity is high. Model 3 of Table 5.2. demonstrates 

the expected positive effect of vertical alignment and team effectiveness (γ = 0.25, SE=0.05, t = 3.72, p = .00) . 

As shown in Model 4 of Table 5.2., we can also confirm the negative influence of environmental extremity on 

the relationship between the vertical alignment of performance management and team effectiveness (γ = -

0.13, SE=0.03, t = -4.60, p = .00). We probed the interaction with the Johnson-Neyman technique to further 

examine our findings. As seen in figure 5.2., the confidence bands are plotted around the conditional effect (the 

bold solid line). The vertical dashed line represents the 95% confidence interval around the moderation. This 

confidence interval indicates that the positive relationship between vertical alignment and team effectiveness 

diminishes but remains significant until the mean-centered environmental extremity exceeds the value of 1.65 

(i.e., 4.49 in raw values). This finding supports hypothesis 1, which proposed that the vertical alignment of 

performance management decreases in effectiveness when the levels of environmental extremity are high.  

Hypothesis 2 predicted that constructive feedback affects team effectiveness and that the relationship is 

influenced by environmental extremity in such a way that this relationship is weaker when the levels of 

environmental extremity are heightened. The direct relationship between constructive feedback and team 

effectiveness is significant (γ = 0.22, SE = 0.06, t = 3.97, p = .00) as seen in Model 3 of Table 5.2. As 

demonstrated in Model 4 of Table 5.2. and in figure 5.3., we can also confirm the negative effect of 

environmental extremity on the relationship between constructive feedback and team effectiveness (γ = -0.09, 

SE = 0.03, t = -2.69, p = .01). We probed the interaction with the Johnson-Neyman technique to further examine 
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our findings. As shown in figure 5.3., the 95% confidence interval indicates that the relationship between 

constructive feedback and team effectiveness diminishes but remains significant until the mean-centered 

environmental extremity exceeds the value of 1.48 (i.e., 4.31 in raw values). This result supports hypothesis 2, 

which proposed that constructive feedback becomes less effective for teams when the level of environmental 

extremity is heightened. 

Hypothesis 3 predicted that performance management consistency is beneficial for team effectiveness. Model 

3 of Table 5.2. demonstrates that there is no significant relationship between performance management 

consistency and team effectiveness (γ = 0.06, SE = 0.06, t = 1.06, p = .29). However, as shown in Model 4 of 

Table 5.2., environmental extremity is a significant moderator for the relationship between performance 

management consistency and team effectiveness (γ = 0.07, SE = 0.02, t = 3.67, p = .00). The confidence interval 

of the Johnson-Neyman technique indicates that performance management consistency only becomes 

significant when the mean-centered value of environmental extremity is above 0.66 (i.e., 3.49 in raw values) 

(figure 5.4.). This result partly supports our third hypothesis by indicating that performance management 

consistency is effective for teams operating in highly extreme environments.  

Hypothesis 4 predicted that two-way communication positively affects team effectiveness and that 

environmental extremity influences this relationship in such a way that the relationship will be stronger when 

the levels of environmental extremity are high. We could not find a significant direct relationship between 

two-way communication and team effectiveness (γ = 0.03, SE = 0.07, t = 0.44, p = .66 (see Model 3 Table 5.2.). 

However, as demonstrated in Model 4 of Table 5.2. we can confirm the moderating effect of environmental 

extremity on the relationship between two-way communication and team effectiveness (γ = 0.13, SE = 0.04, t = 

3.63, p = .00). Remarkably, the confidence intervals generated by the Johnson-Neyman technique indicate that 

two-way communication during the performance management process is negatively associated with team 

effectiveness when the mean-centered value of environmental extremity is below -0.70 (i.e., 2.13 in raw 

values) and is positively related to team effectiveness when the mean-centered value of environmental 

extremity is above 0.78 (i.e. 3.61 in raw values) (figure 5.5.). When the value of environmental extremity is 

between -0.70 and 0.78 there is no significant relationship between two-way communication and team 

effectiveness. These findings partly support our fourth hypothesis by indicating that teams operating in high 

levels of extreme environment benefit from two-way communication. 

 

 



 

 
 

Table 5.1. Descriptive statistics and correlations 

Note: For teams, n = 212, for organizations, n = 25.  
*** p <.001. ** p < .01. * p < .05. † p < .1. 

Measure  M  SD  1   2  3  4  5  6  7  8  
 Level 2: Organization-Level  
1. Environmental extremity  2.83  0.98  -  

 Level 1: Team Level  
2. Team size  10.41  7.80  .41**   _  
3. Team tenure  5.76  3.72  -.00   .12  -    
 Performance management  
4. Vertical alignment  4.26  0.92  -.08   -.29  -.03  _  
5. Constructive feedback  4.87  0.83  -.08  -.14*  .11  .46**  _  
6. Consistency  4.45  0.93  -.14*   -.12  .05  .66**  .51**  _  
7. Two-way communication  3.97  0.95  -.12†   -.10  .02  .59**  .66**  .70**  _  
8. Team effectiveness  5.41  0.64  .01   -.15*  -.08  .46**  .51**  .44**  .53**  _  



 

 
 

Table 5.2. Random intercept and slope model of team effectiveness, with cross-level covariates 

 DV: Team effectiveness 
 Model 1 Model 2 Model 3 Model 4 
 γ SE t p γ SE t p γ SE t p γ SE t p 
Intercept  5.43 0.07 74.14 .00 5.39 0.06 88.35 .00 5.29 0.07 74.31 .00 5.3 0.06 87.23 .00 

Level 2: Organizational level                 

Type of organization     0.03 0.13 0.21 0.83 0.22 0.08 5.57 .02 0.26 0.07 3.54 .00 
Environmental extremity         0.09 0.04 2.23 .04 0.08 0.03 2.69 .01 

Level 1: Team-level 
                

Team size     -0.01 0.00 -2.00 .05 -0.00 0.00 -1.17 .00 -0.01 0.00 -2.16 .04 
Team tenure     -0.02 0.01 -1.66 .10 -0.00 0.01 -0.51 .61 -0.00 0.00 -0.32 .75 

Performance management                 
     Vertical alignment         0.25 0.05 3.72 .00 0.32 0.05 6.11 .00 
     Constructive feedback         0.22 0.06 3.97 .00 0.26 0.05 5.64 .00 
     Consistency         0.06 0.06 1.06 .29 0.03 0.05 0.55 .59 
     Two-way communication         0.03 0.07 0.44 .66 -0.04 0.06 -0.80 .43 

Cross-level moderation 
                

Vertical alignment*EE             -0.13 0.03 -4.60 .00 
Constructive feedback*EE             -0.09 0.03 -2.69 .01 
Consistency*EE             0.07 0.02 3.67 .00 
Two-way communication*EE             0.13 0.04 3.63 .00 

Deviance 407.8 403.67 293.23 265.73 
Decrease in deviance  4.13 (p 0.25) a 110.44 (p .00) a 27.05 (p .00) a 
Pseudo level-1 R²  0.08 0.38 0.49 
Note: For teams. n = 212. for organizations. n = 25. Entries corresponding to the predicting variables are estimations of fixed effects. Robust standard errors are reported.  
a Decrease in deviance in comparison to the previous model. 
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Figure 5.2. Performance management vertical alignment and team effectiveness moderated by environmental 
extremity 

  

Figure 5.3. Performance management constructive feedback and team effectiveness moderated by 
environmental extremity 
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Figure 5.4. Performance management consistency and team effectiveness moderated by environmental 
extremity 

 

 

Figure 5.5. Performance management two-way communication and team effectiveness moderated by 
environmental extremity 
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To conclude, we note a significant decrease in the deviance of the final model (X² statistics 2,722.64, p < .00) 

compared to the model with the direct effects, confirming that the overall moderating effect of environmental 

extremity is significantly relevant in the equation between performance management and team effectiveness.  

 

5.8. DISCUSSION  

The study aims to identify when and how environmental extremity affects the relationship between 

performance management features and team effectiveness by conducting a mixed-method multilevel study in 

the field of policing. Starting with qualitative exploration in study 1, four features of performance management 

emerged that were theoretically linked to team effectiveness (Bowen & Ostroff, 2004; Denisi & Smith, 2014). 

The second study, based on survey and secondary data representing 212 police teams working in 25 different 

environments, suggests that the vertical alignment of performance management and constructive feedback 

positively affect team effectiveness. However, for teams operating in heightened levels of environmental 

extremity, these positive effects are weakened. Interestingly, performance management consistency positively 

affects team effectiveness when the levels of environmental extremity are heightened but is non-significant 

when environmental extremity is low. Moreover, two-way communication has a negative effect on team 

effectiveness when environmental extremity is low, but it is significantly positively related to team 

effectiveness in heightened levels of environmental extremity. 

 

5.8.1. Theoretical Implications  

The findings from the study contribute to the literature by demonstrating a nuanced understanding of when 

performance management features affect team effectiveness in extreme environments. This study is the first 

to provide a theoretically founded and empirically validated boundary condition of environmental extremity on 

the relationship between performance management and team effectiveness (Coutts & Schneider, 2004; 

Williams et al., 2005). Our findings thus support the idea that the context affects the importance of 

performance management features (Decramer et al., 2012; Haines III & St-Onge, 2012). By uncovering several 

effects of performance management that would have remained unknown when environmental extremity was 

neglected, the study suggests that a standard implementation of performance management is obsolete. The 

reality of complex and ever-changing environments must be properly addressed to develop effective ongoing 

performance management strategies for teams.  

Both the vertical alignment of performance management and constructive feedback were found to be 

positively related to team effectiveness. Consequently, our findings add to studies that have found beneficial 
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effects of a vertically aligned performance management system (Decramer et al., 2015; Van Waeyenberg et al., 

2016) by demonstrating its positive relationship with team effectiveness. However, the positive effects of 

predefined objectives of a vertically aligned performance management system are found to be constrained 

when the levels of environmental extremity are heightened and even become insignificant for teams operating 

in the highest levels of extremity. This effect was already suggested during the exploratory interviews of study 

1. Some interviewees mentioned that the vertical alignment of performance management can be effective for 

police teams, but that these teams also need to manage unexpected changes, which makes the attainment of 

predefined objectives less crucial and yields the need for a certain level of flexibility in their teams. Such 

findings reveal that although higher objectives are helpful for teams to aim in the same direction (Bowen & 

Ostroff, 2004; Denisi & Smith, 2014), this may be less functional to address the adaptability required in extreme 

environments (Wilson et al., 2005). Furthermore, this study confirms and extends the previous studies that 

have demonstrated the positive effect of constructive feedback on team effectiveness (Geister et al., 2006) by 

indicating that this positive effect is constrained by higher levels of environmental extremity. As the events in 

highly extreme environments often occur unexpectedly and yield the need for new approaches from the team 

(Driskell et al., 2017), the insights gained from past events are found to not always be functional for addressing 

future events.  

The study also adds to the previous findings (Audenaert et al., 2016; Decramer et al., 2015) by illustrating that 

performance management consistency creates beneficial team effects when environmental extremity is high, 

but that it generates no significant effect when environmental extremity is low. The results of the study reveal 

that a consistent ongoing performance management system can provide the team with much-needed frequent 

and steady guidance that is lacking when the job demands and task complexity in the work environment 

augment. When the environment is not as complex and unpredictable, performance management consistency 

is found to be negligible, and other features of performance management, such as the vertical alignment of 

performance management and the provision of constructive feedback, are required to foster team 

effectiveness.  

Two-way communication has previously been found to increase the satisfaction with performance 

management, as it induces feelings of appreciation and fairness (Decramer et al., 2013). However, our findings 

indicate that the relationship between two-way communication and team effectiveness is less 

straightforward. Two-way communication is found to merely generate team effectiveness when environmental 

extremity is high. The positive effect was expected as the input from team members during two-way 

communication is more strongly attached to the desired behaviour yielded by increased situational strength 

(Bell et al., 2016). The input from team members also becomes essential to guarantee team effectiveness, as 
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their team leader often leads from a distance (Hannah et al., 2009) and competences are developed during the 

interventions themselves (Lindgren et al., 2004). The unexpected negative effect of two- way communication 

on team effectiveness in low levels of environmental extremity could be explained by the more standardized 

and predictable work environment, which makes the team member’s input in two-way communication less 

essential. Two-way communication can actually be counterproductive as it imperils the focus on the overall 

team objectives, which is likely to occur as the guidance by situational strength is lacking in low levels of 

environmental extremity. Hence, these findings suggest that the importance of two-way communication 

during the performance management process depends on the extremity of the context.  

Overall, our findings offer a key contribution to both the field of performance management for teams and 

extreme environments (Bell et al., 2016; Driskell et al., 2017; Hannah et al., 2009). By empirically validating the 

effects of performance management on team effectiveness, we advance the current understanding of the 

significance of performance management for teams (Aguinis et al., 2013; Bowen & Ostroff, 2004). The study 

revealed that the effects of the performance management features of vertical alignment, constructive 

feedback, consistency and two-way communication depend on environmental extremity.  

By including a solid conceptualization of environmental extremity in the theoretical model, the study identifies 

that the environment influences performance management’s relationship with team effectiveness (Bell et al., 

206). This contextual mechanism was expected given the vast amount of research advocating and confirming 

that “teams in conventional work environments may not be as hyperdependent on context as extreme teams” 

(Bell et al., 2016, p. 4). The current study adds to this literature by empirically validating that the extreme 

environment influences the effects generated by performance management. Both situational strength, caused 

by the severe consequences when performance is low (Bell et al., 2016), and the salient contextual 

characteristics of extreme environments, such as the unpredictability and complexity of tasks (Bell et al., 2016; 

Driskell et al., 2017), can explain the effects generated by performance management on team effectiveness. 

 

5.8.2. Study Limitations and Future Research  

The contributions of this study should be seen in light of several limitations. First, we used secondary data to 

analyse the influence of environmental extremity on the relationship between performance management and 

team effectiveness, which can cause some reasons for concern. Although our measure was based on the 

reported number of cases of public violence, which offers an objective way to conceptualize the environment 

and approximates the conceptualization of extreme environments (Bell et al., 2016; Driskell et al., 2017), it 

remains a proxy of the actual environment. As such, the effects of environmental extremity as detected in our 
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study should be interpreted based on what the measure includes. Future research is also warranted to examine 

other conceptualizations of the extreme environment to increase the robustness of our findings.  

Second, the cross-sectional nature of the variables implies that some caution is also necessary when 

interpreting the direction of the relationship (Post, 2017). Although the focus and contribution lies in the added 

value of environmental extremity, which was measured by secondary data, it can be argued that there is a 

cyclical feedback loop between performance management and team effectiveness. For instance, higher team 

effectiveness may foster two-way communication, as the opinion of team members will be more valued. 

Longitudinal data collection and analyses could expose such reciprocal relationships.  

Third, the data were collected at one type of organization operating in extreme environments. Other 

organizations operating in extreme environments structure their work in teams that are sometimes similar in 

stability and hierarchy as police teams (Fisher & Hutchings, 2012) but are sometimes composed ad hoc and 

limited in time (Klein et al., 2006). Such differences in team compositions may implicate organizational 

phenomena (Bell et al., 2016). We encourage future studies to consolidate our findings in other extreme 

settings. 

 

5.8.3. Practical Implications  

The findings from this study hold several practical implications for organizations that operate in extreme 

environments. Their teams benefit from performance management that is vertically aligned and provides 

constructive feedback, but when levels of environmental extremity are heightened these features should be 

nuanced. In contrast, the feature of performance management consistency and two-way communication during 

the performance management process should be emphasized for teams operating in high levels of 

environmental extremity.  

To guarantee an effective implementation of performance management, organizations operating in extreme 

environments could pay considerable attention to their communication policy with regard to performance 

management. Training, for instance, can send a clear message about the organization’s investment in 

performance management (Coutts & Schneider, 2004). Suggesting training to augment the effectiveness of 

performance management is not new (Coutts & Schneider, 2004; Decramer et al., 2015). However, whereas 

previous studies advocate training in general terms regardless of the context, we encourage organizations to 

properly address the extremity in which their teams need to perform to increase the effectiveness of 

performance management. More specifically, the training that is offered to team leaders should clarify that 

performance management consistency and two-way communication should be emphasized when the work 
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environment is highly demanding and complex. In addition, training should offer ways that nuance the 

importance of vertical alignment of performance management and the provision of constructive feedback by 

combining them with training that handles the unique characteristics of extreme environments, such as 

adaptive behaviour and creativity. 

 

5.9. CONCLUSION  

This mixed-method study contributes to our understanding of when performance management affects team 

effectiveness in extreme environments. In particular, when the levels of environmental extremity are high, 

vertical alignment and constructive feedback become less essential, whereas performance management 

consistency and two-way communication become vital to guarantee team effectiveness. This study illuminates 

which performance management features are beneficial for teams and, more specifically, how teams operating 

in the unpredictable and highly demanding situations of extreme environments can benefit from performance 

management. We hope these findings encourage future research to acknowledge the unique characteristics of 

extreme environments and further strengthen our knowledge of how the effectiveness of teams in such 

contexts can be fostered. 
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Since the late 1970s there has been a paradigm shift in the public sector from public administration to New 

Public Management (NPM), which stimulates results-driven management inspired by the private sector (Mann, 

2017). Police forces have been confronted with these NPM changes relatively late (Butterfield et al., 2005). This 

late adoption is partly due to the difficulties with translating NPM to a police force, which has its unique 

characteristics, such as a traditional hierarchical organizational structure with a directive culture, a 

discretionary room that employees experience in almost every function of policing and social isolation from 

the public when enforcing the law (Butterfield et al., 2004). This creates a unique atmosphere in which 

implementing NPM practices, such as results-oriented controlling systems and different styles of governance, 

is not straightforward (Butterfield et al., 2004). For instance, introducing a financial allocation system that 

incorporates objective results is difficult, because results can be operationalized in different ways in policing. 

The focus can be placed on the numbers of arrests, the citizens feeling safe, or the decrease in criminal events. 

These measures all have their pros and cons, but all are unable to fully capture the actual performance of a 

police force (Bisschop, De Kimpe, Bruggeman, et al., 2009). 

In addition, police forces have been confronted with an emphasis on community-oriented policing in recent 

decades, which complicates and intertwines with the introduction of NPM practices. By reconnecting more with 

the society, community-oriented policing refers to a proactive, decentralized tactic to reduce crime (Ponsaers & 

Easton, 2010). When enforcing the law with a more inclusive approach to the community, police officers need 

to profile themselves in a different way. In the Belgian Police Force, such a community-oriented profile is 

captured with five pillars: (1) having an external orientation towards the society, (2) having a problem-solving 

attitude, (3) being accountable for actions, (4) creating partnerships and (5) demonstrating a skilful 

involvement in the own function (Excellente politiezorg, n.d.). Such a community-oriented policing approach is 

a difficult transition to make for police officers (Easton & Ponsaers, 2010), bearing in mind the social isolation 

that police officers experience in relation to citizens (Butterfield et al., 2004). 

Furthermore, the Belgian Police Force has been simultaneously confronted with several national reforms 

(Bruggeman et al., 2010; Butterfield et al., 2004). These reforms were considered essential due to some severe 

crime events, such as the terrorist attacks by the “Cellules Communistes Combattantes” and the “Bende Van 

Nijvel”, revealing the inefficient structure of the Belgian Police Force (Bruggeman, Devroe & Easton, 2010). The 

Belgian Police Force operated from several departments, all with their own responsibilities and without any 

clear communication lines between them. The most significant reform is known as the Octopusagreement, 

which transformed the scattered landscape of the police structure into two main organs at the local and 

federal level in 1998.  
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Of all these changes in policing, those related to HRM are considered the most delicate to execute (Bruggeman 

et al., 2010), and of these performance management is an important example. Performance management is a 

signature element in the overall repertoire of HR activities introduced under the influence of NPM (Butterfield 

et al., 2004). It refers to the HRM system of setting and monitoring goals and the evaluation of these goals to 

increase employee and team performance, in line with organizational objectives (Aguinis et al., 2012; Schleicher 

et al., 2018). The introduction of performance management is popular in public organizations because it is 

assumed that performance management enables organizations to make strategic decisions in a more objective 

and results-oriented way, while simultaneously increasing employee motivation and well-being (Aguinis, 2019; 

Butterfield et al., 2004). The Belgian Police Force introduced such an HRM system in 2007 (Royal Decree 20-12-

2007 art. 7: de administratieve loopbaan, 2007).  

Although popular, performance management has struggled to become an effective management tool in 

policing (Butterfield et al., 2004; Mann, 2017), which may be for several reasons. First, the introduction of this 

management system significantly changed the everyday tasks of the police force. Employees are now held 

more accountable for their own behaviour and attitudes, which have become less clear-cut due to the 

introduction of community-oriented policing. The HR managers, who performed rather administrative tasks 

before, needed to change their role to become true managers who perform strategic and support tasks (Mann, 

2017). The jobs of the middle managers who became responsible for implementing performance management 

in their teams, changed significantly as well (Butterfield et al., 2004; 2005). Due to this decentralization of 

responsibility, a uniform and clear implementation of performance management is jeopardized (Butterfield et 

al., 2004), as it depends on the supervisor’s motivation and the effort that they put into performance 

management.  

Second, a core aspect of performance management, i.e., determining which performance to manage (Aguinis, 

2019), also poses some difficulties in the context of policing. The performance of employees is always 

multidimensional (Aguinis, 2019). There is (1) task performance, related to the core activities of the employee; 

(2) context performance, which refers to extra-role behaviour benefiting the organization; (3) contra-

productive performance, which contradicts the values and norms of the organizations; and (4) adaptive 

performance, which refers to the ability of an employee to adjust to new policies, technology and colleagues 

(Aguinis, 2019). Organizations can decide to manage these performances with a behaviour- or a results-

oriented approach (Aguinis, 2019). However, this is a difficult exercise that can easily go wrong in policing. For 

instance, police officers and their interactions with suspects are documented to be influenced by 

prejudgements about the profile of the suspect (Kane, Evans, Mitsch, Jilani, et al., 2018; Sausdal, 2018). These 

prejudgements are found to change the strategy and effort that a police officer puts into law enforcement 
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(Sausdal, 2018). When police officers prejudge that certain profiles will make the procedure more difficult, they 

are likely to decide to focus on other crime events and not become involved in these difficult cases (Sausdal, 

2018). When performance management place too much emphasis on results or on too general behaviour and 

attitudes, these negative mechanisms can remain under the radar. Hence, a HR practice that seems to offer 

more accountability (Easton & Ponsaers, 2010) incorporates the risk of creating a false feeling of control 

(Butterfield et al., 2005) and even stimulates unethical behaviour (Mann, 2017) that goes against the core 

values of policing (Bruggeman et al., 2010). 

Third, the introduction of performance management is complicated by the extreme work environment of 

policing. The work environment is considered extreme, as police officers can be confronted with highly 

demanding events involving risks to their own lives or to those of citizens. These events are also unexpected 

and always different and complex to solve (Driskell et al., 2017), such as armed robberies, terrorist attacks or 

public demonstrations that get out of hand. Increased attention to these work environments (Bell et al, 2016; 

Driskell et al., 2017; Maynard et al., 2018) has revealed that the mechanisms between management practices 

and outcomes in these settings are different from more conventional work settings (Bell et al., 2016). These 

differences can be related to two typical aspects of extreme environments. (1) The events that occur in these 

environments have some specific characteristics. They are unpredictable, occur under high time pressure and 

involve life-threatening situations (Bell et al., 2016; Hannah et al., 2009). This requires different management 

approaches, such as training mechanisms to foster continuous back and forth communication (Wilson, Burke, 

Priest, & Salas, 2005) or leaders who lead from a distance, because leaders are often not present at the crime 

scene (Bell et al., 2016). (2) In addition, extreme environments are characterized by a high level of situational 

strength (Meyer, Dalal, & Bonaccio, 2012). This refers to the mechanism that makes employees better aware of 

the behaviour and attitudes expected from them. Situational strength is stimulated by extreme events that run 

the risk of generating highly negative consequences when performance is poor (Meyer et al., 2012). For 

instance, when a police team intervenes in an armed robbery, the team members know that their own lives 

and those of their colleagues and citizens who are present at the crime scene are at stake. The importance of 

good outcomes during such events increases awareness of desired behaviour and attitudes. Situational 

strength is found to change how management practices generate outcomes (Bell et al., 2016; Meyer et al., 

2012), which may be the case for performance management as well.  

The difficulties related to the implementation of performance management in police forces are reconfirmed by 

the mixed findings of performance management effectiveness in policing (Williams et al., 2015; Williams, 

Parker, & Turner, 2010). Whereas Williams et al. (2015) have found benefits in using the system, Coutts and 
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Schneider (2004) mainly indicate the police officers’ frustration with performance management. However, 

research on performance management in policing is rather limited. 

This dissertation is interested in contributing to the ongoing debate of whether and how performance 

management can be an effective HR tool in police forces (Bruggeman et al., 2010; Butterfield et al., 2005; 

Coutts & Schneider, 2004). Drawing upon research on HRM systems, performance management, policing and 

extreme environments, this dissertation formulated three research questions: (1) when does performance 

management generate desired outcomes in policing, (2) what outcomes does performance management affect 

in policing and (3) how should performance management be implemented to generate these desired 

outcomes. Research question 1 is mainly targeted in chapter five but is also implicitly present in the other 

chapters, while research questions 2 and 3 are touched upon in every empirical chapter. I would like to 

emphasize that these research questions are discussed from a helicopter view, whereas the previous chapters 

have answered the different, detailed research questions of each chapter. 

 

6.1. RESEARCH OVERVIEW 

6.1.1. Research question 1: When does performance management generate outcomes in policing? 

The first research question implies the need for a good understanding of the police context. Therefore, this 

dissertation initiated with a qualitative exploratory research stage to study the police context in which 

performance management is adopted. As such, the contextually based research approach is followed (Paauwe, 

2004; Paauwe & Farndale, 2017) combined with Creswell (2014) and Bell et al.’s (2016) call for more mixed-

methods research designs.  

In-depth insights are gained from (HR)managers, leaders and team members into the performance 

management process in policing and into what specific HR outcomes are interesting to target when exploring 

the effectiveness of performance management in policing. As such, this dissertation was able to perform a 

targeted search to find the answer to research question 1 (= When does performance management become 

effective in a police context?). More specifically, the knowledge from the first qualitative research stage guided 

in developing the foci of the chapters. For instance, skills related to transformational and transactional 

leadership styles emerged during the interviews as connected to a good implementation of performance 

management. Connecting this knowledge to HRM system strength theory (Bowen & Ostroff, 2004) led to the 

finding that transformational leaders and the transactional leadership dimension of contingent reinforcement 

foster a strong implementation of performance management in policing. Additionally, the interviews helped to 

carefully select the appropriate foci in outcomes from the abundance of research on team-related HR output 
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(for an overview see: Mathieu et al., 2008) and well-being (Van de Voorde et al., 2012; Van Veldhoven & Peccei, 

2015). The team-related HR outcomes (i.e., helping behaviour, relational coordination and team effectiveness) 

and the operationalization of well-being (i.e., job satisfaction and strain) in this dissertation were inspired by 

insights from the exploratory research stage. Hence, the exploration of performance management in police 

forces through a qualitative research stage is found to be an essential step for developing an overarching 

theoretical framework that (1) merges practice with theory (Paauwe, 2004) and (2) incorporates a targeted 

search for answers as to when performance management is effective in a police context. 

Furthermore, chapter five incorporates the environmental extremity of the police context as a boundary 

condition when studying performance management linked to team effectiveness. Relying on situational 

strength theory (Meyer et al., 2010), the findings in chapter five aid in drawing conclusions regarding the 

effects that the police environment has on performance management and team effectiveness. For instance, 

performance management consistency and two-way communication of performance management were 

important for teams working in highly extreme environments, whereas no effect or even a negative effect of 

two-way communication was found in low extreme environments. Constructive feedback and vertical 

alignment of performance management were important for the effectiveness of every police team; however, 

the effects were constrained in highly extreme environments. Overall, chapter five provides valuable insights 

into how performance management operates under the boundary condition of environmental extremity in 

policing. 

In relation to this first research question, I also want to stress that the findings of this dissertation were 

communicated back to the Belgian Police Force.5 Several reports were written and a study day for the Belgian 

Police Force was organized. In addition, I was invited to explain my results at several other workshops related 

to HRM at the Belgian Police. In the spirit of the contextually based approach (Paauwe, 2004), such bridge 

between academia and practice helped me to interpret the findings in a hands-on manner, useful for practice. 

Hence, by putting effort in translating theory into practice, the dissertation incorporates a hands-on answer to 

the research question when performance management is an effective HR tool for police forces. 

 

                                                           
5 These practical guidelines are communicated in a separate paragraph of this chapter (see section 6.5. Recommendations for 
Practice). 
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6.1.2. Research question 2: Which effects does performance management foster in policing? 

The dissertation explores two HR outcomes that are especially important in the extreme environment of 

policing: team effectiveness and well-being. Team effectiveness is essential, as police forces always operate in 

teams for safety reasons and to effectively tackle new and complex events (Bell et al., 2016). For instance, 

when a police team needs to intervene in a public demonstration that is getting out of hand, they need to 

effectively communicate and coordinate actions to localize the troublemakers, neutralize the situation and 

guarantee the safety of the citizens. Well-being is also important to consider because it is automatically 

jeopardized in policing by highly demanding, complex and uncertain interventions (Driskell et al., 2017). To use 

the same example of public demonstration, a police team never knows in advance how, by whom and why a 

public demonstration escalated. There are also severe mental consequences when performance in policing is 

poor (Swatt, Gibson, & Piquero, 2007; Wright, Powell, & Ridge, 2006). Police team have to bear in mind that 

innocent citizens can become injured or die due to their actions. As such, a post-traumatic stress syndrome, 

alcohol abuse or depression are not exceptions in these work environments (Stanley et al., 2016). First, the 

results related to the effects on team-related HR outcomes are discussed and then those related to well-being. 

Theoretically, it has been assumed that performance management generates team-related HR outcomes 

(Aguinis, 2009; Aguinis et al., 2013) but until now, no solid evidence has confirmed this assumption. The lack of 

empirical findings has even led to statements from scholars that performance management is ill-suited to 

teams because it was developed at a time when tasks were simpler and more individually oriented (Mendibil & 

MacBryde, 2006). Chapters three, four and five of this dissertation contribute to this gap in the performance 

management research domain by finding evidence that performance management can foster important team-

related HR outcomes. These studies mostly build on HRM system strength theory (Bowen & Ostroff, 2004; 

Ostroff & Bowen, 2016), which emerged from the need for a better understanding of the higher-level effects 

caused by HR activities.  

Chapter three confirms by means of two empirical studies, that the team-related content of performance 

management combined with performance management distinctiveness is able to affect the individual 

teamwork behaviour of relational coordination, which refers to the communicational and relational ties that 

an employee has with other team members (Gittell et al., 2010). The study also indicates a significant indirect 

effect between performance management distinctiveness and relational coordination through a decrease in an 

employee’s perception that other team members, and not the employee him/herself, are responsible for 

attaining team objectives (Anuaini et al., 2011).  
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Chapters four and five explicitly focus on the team level. Chapter four takes helping behaviour in teams into 

account and adopts an Input-Mediator-Output (IMO) approach to examine performance management at the 

team level (Mathieu et al., 2008). The study finds that when performance management is implemented as a 

strong system, it is able to generate helping behaviour in teams. In addition, the study builds on HRM system 

strength theory (Bowen & Ostroff, 2004) to explain that performance management system strength ends up 

leading to more helping behaviour, through the process of increased shared perceptions of performance 

management in the team. Chapter five indicates a link between the average presence of four features of 

performance in a team (i.e., performance management vertical alignment, consistency, constructive feedback 

and two-way communication) and team effectiveness.  

The dissertation is also interested in finding answers to how performance management relates to well-being 

in policing. There is a debate in the strategic HRM field on whether HR activities can have a combined effect on 

performance and well-being or whether there is a trade-off between the two (Van de Voorde et al., 2012; Van 

Veldhoven & Peccei, 2015). A trade-off could be especially true for performance management, because setting 

goals and evaluating employees can be perceived as an increase in demands by employees (Audenaert et al., 

2016). Performance management holds them accountable for their behaviour and attitudes in the organization 

(Brunetto, Teo, Shacklock, & Farr-Wharton, 2012). High demands are associated with negative effects on well-

being (Noblet & Rodwell, 2009). Such a negative effect by performance management is especially undesirable 

in policing, which is already characterized by higher levels of stress than more conventional settings (Driskell 

et al., 2017). Chapter two builds on HRM system strength theory (Bowen & Ostroff, 2004) and finds that, when 

clear guidance and expectations precede an evaluation, police officers are more likely to be satisfied with 

performance management, ultimately resulting in higher job satisfaction and lower levels of strain.  

Hence, all chapters of this dissertation confirm that performance management can affect HR outcomes 

desirable in policing. However, as suggested by several scholars (Bowen & Ostroff, 2004; Gottfredson et al., 

2013; Wright & Nishii, 2013), these effects strongly depend on how performance management is implemented, 

which relates to the third research question of this dissertation. 

 

6.1.3. Research Question 3: How does the performance management process affect outcomes in policing? 

The HRM system (Bondarouk et al., 2016; Sanders & Yang, 2015) and performance management literature 

(Decramer et al., 2015; Bauwens et al., 2017) have already benefitted from examining how HR activities are 

applied. Different approaches have been developed, mainly driven by HRM system strength theory (Bowen & 

Ostroff, 2004) and have been subsumed under the umbrella term of the HRM process (Wright & Nishii, 2013). 
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These approaches relate to aspects such as the design of HR activities and the actors involved in HR activities. 

They also relate to how HR activities are perceived (Sanders et al., 2014). For instance, in the performance 

management research domain, findings indicate the benefits of implementing performance management 

consistently (Audenaert et al., 2016; Decramer et al., 2015). However, applying the HRM process approach to 

performance management is still in its infancy, which makes me eager to determine how the implementation 

of performance management may explain outcomes in policing.  

The HRM system strength theory (Bowen & Ostroff, 2004) forms the common theoretical thread in every 

chapter of this dissertation. Chapter two focuses on performance management as a system and build on the 

meta-feature of consistent HRM systems (Bowen & Ostroff, 2004) to argue and find that a consistent 

performance management system benefits the well-being of police officers. In chapter five, several features of 

performance management, such as performance management consistency and the vertical alignment of 

performance management, are linked to team effectiveness, building on the theoretical mechanisms provided 

by HRM system strength theory as well (Bowen & Ostroff, 2004).  

In chapters three and four, the link with HRM system strength theory (Bowen & Ostroff, 2004) is more explicit. 

Chapter three indicates that performance management distinctiveness, as one of the most important features 

of a strong HRM system (Sanders et al., 2014), changes the mindset of employees towards the team and leads 

to more relational coordination among team members. Chapter four conceptualizes an effective 

implementation of performance management as performance management system strength. Similar to the 

conceptualization of HRM system strength (Bowen & Ostroff, 2004), performance management system 

strength includes the meta-features of distinctiveness, consistency and consensus. Chapter four also touches 

on another approach of the HRM process. It considers the actors that are involved in implementing HRM 

(Wright & Nishii, 2013) and  examines different leadership styles as antecedents of performance management 

system strength. As such, the chapter determines that a transformational leader and a transactional leader 

who demonstrates contingent reinforcement behaviour are more likely to implement performance 

management in a strong way, leading to shared perception of performance management at the team, 

eventually resulting in more backing-up behaviour.  

 

6.2. THEORETICAL IMPLICATIONS  

6.2.1. The Importance of Context for Performance Management  

In relation to context, the strategic HRM field has been dominated by two fundamental approaches: the best 

HR practices approach, which studies HR practices independently from the organization or the context of the 
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organization, and the best fit approach, which is attentive to the context in which the HR activities are 

implemented. Recently, the best fit approach has been taking the lead, as increasingly more consensus 

emerges that context matters when studying HRM (Jackson et al., 2014; Wright et al., 2003). However, the 

degree of importance of the context still varies significantly (Boselie et al., 2005). Most of the research in 

performance management merely includes the context as a paragraph in the methods section or when 

explaining unexpected findings in the discussion section. Applying a contextually based HRM theory approach 

(Paauwe & Farndale, 2017), a more prominent role is assigned to the police context in which performance 

management is studied. This provides fruitful insights.  

First, research is often conducted without fully understanding or even introducing some general knowledge 

about how the organization works (Veld, 2012). Starting with a theoretically developed framework, such 

research misses the opportunity to gather information about how HRM actually works (Farndale & Paauwe, 

2007). The dissertation follows the suggestion of Bell et al. (2016) to first explore what happens in extreme 

environments before constructing and empirically testing more complex relationships between performance 

management and outcomes in policing. The dissertation started by gaining knowledge about the Belgian Police 

Force through document information, privileged eyewitnesses, interviews and observations of police teams 

(Creswell, 2014). This provided strong knowledge about how performance management is operationalized at 

the Belgian Police Force and which outcomes are important in this environment. As such, the exploratory stage 

formed the foundations of every chapter in the dissertation. Such close intertwinement of practice and theory 

is inherent to the contextually based HRM approach (Paauwe, 2004). 

Second, contextually based HRM theory is known for its holistic view of different theories and approaches, such 

as the contingency and configuration model, new institutionalism and the resource-based view (Paauwe & 

Farndale, 2017). As such, contextually based HRM theory provides an overarching theory that is attentive to 

both external and internal influences instead of a limited, one-way approach. By following the example of 

contextually based HRM theory (Paauwe & Farndale, 2017), performance management in policing is explored 

by merging different theories and approaches. This provides interesting insights. In chapter three, for instance, 

goal-setting theory (Brown & Latham, 2002) provides the underlying reasoning for exploring the team-related 

content of performance management, which is found to interact with performance management 

distinctiveness, a concept deriving from HRM system strength theory (Bowen & Ostroff, 2004). HRM system 

strength theory is also combined with psychological climate theory (James et al., 2008) when examining how 

performance management is able to generate positive perceptions fostering police officers’ well-being. In 

chapter five, multiple theories are merged to study how performance management works in police teams. This 

chapter finds that situational strength theory (Meyer et al., 2012) explains the external boundary condition of 
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environmental extremity, affecting the relationship between the output in teams (Mathieu et al., 2008) and 

the performance management process (Bowen & Ostroff, 2004).  

This brings us to the third insight of this dissertation gained by building on contextually based HRM theory 

(Paauwe, 2004; Paauwe & Farndale, 2017). In line with performance management studies that are also 

attentive to context (Brown, O’Kane, Mazumdar, & McCracken, 2018; Decramer et al., 2013; Haines III & St-Onge, 

2013), the dissertation finds empirical support that performance management effectiveness depends on the 

police context as well. By not remaining ignorant of the specific context and by explicitly incorporating it into 

the theoretical model, the dissertation complements and adds nuance to previous findings. Chapter five 

specifically finds that the effect of performance management on police teams is depending on the level of 

extremity in which the teams need to work. As such, the study finds interesting mechanisms that would have 

remained unknown when the context had been ignored. The study discovers that vertical alignment and 

constructive feedback are important in every work setting, but that these effects are constrained in police 

teams working in heightened levels of environmental extremity. This is not surprising as the predefined 

objectives or feedback based on previous events may quickly become outdated in such an environment. 

Extreme events always require new and agile reactions. For instance, every armed robbery involves different 

offenders, different weapons, different victims and a different location. 

What is more surprising, is that low levels of environmental extremity dismiss the need for consistent 

performance management systems to foster team effectiveness. In other words, when work is more 

predictable and straightforward, the need for clear guidance by performance management is less essential. 

Furthermore, two-way communication is even negatively related to team effectiveness when environmental 

extremity is low, indicating that determining goals and discussing performance in consensus does not benefit 

the team. These findings are very surprising given the previous overall positive effects. Performance 

management consistency has been found to foster individual innovation (Audenaert et al., 2016) and two-way 

communication has previously been found to be positively related to positive perceptions about performance 

management (Decramer et al., 2013). I belief that these unexpected outcomes in the study can be explained by 

the fact that in low extreme environments performance management consistency and two-way 

communication are more guided by individual preferences. The members of these teams are less influenced by 

the mechanism of situational strength that attentions the need for teamwork to prevent severe outcomes 

when performance goes wrong (Bell et al., 2016). Hence, whereas these features of performance management 

foster individual motivation and well-being, it is less straightforward that they foster teamwork behaviour. 

This might also explain why overall positive effects on individual well-being have been found in chapter two. 



CHAPTER 6  199 

 

 

Overall, these findings contribute to our knowledge about how context affects performance management 

effectiveness. 

Because of these multiple insights derived from a contextually based HRM approach (Paauwe, 2004), I 

advocate the consideration of context in further research on performance management. This implies, first of 

all, that researchers should be attentive to theories explaining possible external mechanisms. As situational 

strength has been found to explain specific external influences in the performance management-outcome 

chain, other theories may also be fruitful. Macro-level theories, such as institutional theory, social 

constructionism and the five forces theory (Porter, 1980) may be explored to unravel the black box existing 

between performance management and outcomes at the societal level in policing (Paauwe & Blok, 2015). For 

instance, social constructionism, i.e., how police officers build their view of the world and people (Burr, 2003), 

has been found to affect the propagation of community-oriented policing (Easton & Ponsaers, 2010) and could 

also affect how performance management influences police officer’s behaviour. An interesting study would be, 

for instance, to examine to which extent police officers reason in terms of the limits, feasibility or workability 

of performance management and how that affects their actions towards the HR system (Easton & Ponsaers, 

2010).  

Exploring different theories also implies the consideration of different research fields. For instance, situational 

strength theory derives from the organizational behaviour domain (Meyer et al., 2012) and is combined with 

the HRM theory of HRM system strength (Bowen & Ostroff, 2004) to successfully examine performance 

management in policing. It goes without saying that situational strength (Meyer et al., 2010) may not have 

explanatory value in a more conventional work environment, such as a school or an accounting company. Many 

more combinations are possible and necessary to fully understand how performance management works from 

a contingent perspective. To effectively decide on a combination of theories in a specific context, more 

attention should be paid to performance management in practice. Only by fully understanding what 

performance management actually means in a certain context, can the right conceptual research framework 

be developed (Paauwe & Farndale, 2017). (Qualitatively) exploring this context before conducting research, will 

help guide researchers towards the right contextual approach. 

 

6.2.2. Disentangling Useful Levels of Analyses 

Apart from paying attention to the context to explain differences in the HRM-performance chain, this 

dissertation was attentive towards different organizational levels, both in terms of methods and theorization. 

As a paradigm, multilevel research lags behind in the HRM research domain (Peccei & Van de Voorde, 2016). 
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This dissertation incorporates best practices to conduct multilevel research, whenever possible, in the different 

chapters (Peccei & Van de Voorde, 2016) but acknowledges that there is still room for improvement. As such, I 

advocate more advanced studies on the application of a multilevel paradigm in performance management. 

In the performance management research domain, most attention has been paid to the organizational (Biron 

et al., 2011; Cascio & Aguinis, 2008) and, later, the individual level (Audenaert et al., 2016; Bauwens et al., 2018). 

These studies indicate interesting findings but neglect possible in-between or cross-level effects. As scholars 

have indicated that simply aggregating lower levels to explain higher-level outcomes will not do the trick 

(Denisi & Smith, 2014; Wright & Nishii, 2013; Peccei & Van de Voorde, 2016), this dissertation explicitly 

incorporates team-level and cross-level dynamics.  

The team level is theoretically assumed to be affected by performance management (Aguinis, 2009a; Aguinis, 

et al., 2013). Performance management is able to direct every team member’s focus in the same direction by 

paying attention to (1) individual performance, (2) team performance and (3) individual contributions to the 

team (Aguinis, 2019). However, empirical evidence is still lacking to confirm that performance management is 

beneficial for teams. The dissertation contributes to this lack of knowledge by exploring performance 

management in relation to team-related HR outcomes. Chapter three determines how performance 

management is able to change individual teamwork behaviour. In this chapter, the focus is on the individual 

and psychological mechanisms fostered by performance management and the enabling of change in individual 

teamwork behaviour as a prerequisite for changes at the team level. However, the chapter is also attentive to 

the possible conceptualization of this relationship at the team level and theoretically and analytically 

disentangles the influence of the team on the hypothesized relationships, as suggested in the literature 

(Peccei & Van de Voorde, 2016). For instance, in the introduction, justification for examining the relationships at 

the individual level is included and the analyses control for whether the inclusion of performance 

management distinctiveness at the team level does not affect the hypothesized individual relationships.   

Performance management is also examined at the team level itself in chapters four and five. For instance, 

chapter four explores how performance management system strength affects backing-up behaviour, through 

shared perceptions of performance management on the team. These chapters are also attentive to 

disentangling the team from the individual level in theory and analyses (Peccei & Van de Voorde, 2012). For 

instance, in chapter four shared perceptions are differentiated from individual perceptions to assume a team 

level mediation between performance management system strength and backing-up behaviour. Furthermore, 

in the analyses, aggregation of the individual team members at the team is always justified by calculating the 

ICC and Rwg values (Peccei & Van de Voorde, 2016).  
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As can be expected following the multilevel paradigm (Denisi & Smith, 2014; Peccei & Van de Voorde, 2016) the 

results of this dissertation indicate that team-level effects do not always coincide with individual level effects, 

confirming that simple aggregation effects from lower levels are insufficient. For instance, performance 

management consistency and two-way communication have an impact on teams when the overall team 

objective is an important aspect, which is the case in highly extreme environments but not in less extreme 

environments. For individual outcomes the effects seem more homogeneous. Chapter two finds that 

consistency benefits individual job satisfaction and lowers individual levels of strain. This let me assume that 

these features of performance management always contribute to desired individual outcomes but are not 

always equally fruitful for team level outcomes.  

In terms of cross-level analyses, environmental extremity is incorporated at the higher-level in chapter five. 

Environmental extremity is analysed at the judicial district level in Belgium. Collecting data at this level is the 

most appropriate, as judicial districts are more homogeneous in extremity than the organizational level, which 

may comprise more than one judicial district. Organizational departments may share the same judicial district 

as other organizational departments. By remaining true to meaningful levels of analysis, this dissertation is 

able to determine robust findings as to how context affects performance management in police teams. For 

instance, constructive feedback is useful for every team in policing, but its effect diminishes under the 

influence of the presence of situational strength, stemming from a higher environmental level.  

It can now be empirically confirmed, in addition to theoretically assuming, that performance management 

benefits teams. This opens doors for an abundance of future research possibilities. Insights from the team 

literature, mostly deriving from the OB research domain, can be considered when exploring how performance 

management works in teams (Aguinis & Pierce, 2008; Mathieu et al., 2008). Gaining further insights into what 

complicates or restricts performance management in teams, such as team dynamics and composition (Collins, 

2014), is needed to foster a fine grained understanding of how performance management generates effects in 

teams. Social exchange (Aguinis & Pierce, 2008; Bos-Nehles & Meijerink, 2018) and team-member-exchange 

relationships (Liu, Keller, & Shih, 2011) can be interesting perspectives. In addition, cross-level research may be 

further developed. This dissertation provides fruitful insights into the relation between the environment and 

team effects, but many more research avenues can be pursued. Mechanisms from the individual to the team 

level or vice versa, such as how a team is managed by a team leader and how this affects individual reactions 

of the team members, would also be interesting to explore. 

Finally, this dissertation takes some first steps to give the application of the multilevel paradigm a firmer root 

in the strategic HRM literature. Therefore, different best practices of Peccei and Van de Voorde (2016) are taken 
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to heart and were incorporated into the theoretical frameworks and analyses, whenever possible. As 

recognizing the multilevel nature of organizational phenomena related to performance management provides 

useful insights, I advocate that the multilevel paradigm should be included much more firmly in further 

research on performance management. A suggestion would be to study different levels simultaneously and 

report on the between- and within-group level effects to understand better the different mechanisms between 

performance management and outcomes that are present in organizations (Peccei & Van de Voorde, 2016). 

Another suggestion would be to study different configurations of performance management when aggregating 

measurements. Now, the mean of the team’s average perception of performance management are studied, 

such as their shared perception of the performance management system strength in chapter four. Even though 

these aggregations are always statistically justified by the ICC and Rwg values, other measurements could 

provide additional insights as well. For instance, patterns of dispersion could provide insights into how the 

level of sharing perceptions within a team explains performance management effects in teams (Peccei & Van 

de Voorde, 2016). Such more advanced multilevel approaches would fundamentally enrich the performance 

management literature.  

 

6.2.3. Combining HRM and OB to Move both Research Fields Forward 

The broader strategic HRM research field has moved away from studying HR practices and systems in itself and 

has started to focus on the HRM process (Bondarouk et al., 2016; Wright & Nishii, 2013; Sanders et al., 2014). The 

dissertation follows this trend and studies how performance management is implemented. Therefore, insights 

from the HRM research field are merged with findings and theories from the field of OB, which is interested in 

the dynamics and effects on employees and teams caused by organizational phenomena (Aguinis & Pierce, 

2008). Both complementary theoretical lenses are used to take up multiple perspectives on the performance 

management process, in line with the plea made by several scholars to merge both fields (Aguinis & Pierce, 

2008; Bell et al., 2016; Guest, 2017) and the contextual based HRM approach (Paauwe, 2004; Paauwe & 

Farndale, 2017). As such, the dissertation does not built on the most often used blend of the “Big Three” 

theories in HRM, i.e., Contingency theory, the Ability-Motivation-Opportunity Theory and the Resource-Based 

View (Boselie et al., 2005) but explores new avenues to unravel the remaining black boxes in the performance 

management-outcomes chain (Paauwe & Blok, 2015).  

First, HRM system strength theory is a central theory of this dissertation. The theory builds on signalling theory 

(Bowen & Ostroff, 2004) that originated in the OB field to argue that HRM systems should be viewed as a 

symbolic or signalling function sending messages that employees use to make sense of and define the 
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psychological meanings of their workplace (Rousseau, 1985). This signalling mechanism is essential for 

generating effects among employees and in the organization (Bowen & Ostroff, 2004). As such, the 

dissertation combines OB knowledge with performance management literature and complement previous 

studies that already introduced HRM system strength theory to performance management (Audenaert et al., 

2016; Decramer et al., 2013).  

More specifically, the dissertation focuses on features of performance management inspired by the HRM 

system strength theory. For instance, a consistent performance management system is found to help improve 

police officers’ well-being (chapter two) and performance management distinctiveness is found to contribute 

to individual relational behaviour (chapter three). Furthermore, HRM system strength theory (Bowen & Ostroff, 

2004) is applied to overall performance management and confirms that performance management system 

strength affects backing-up behaviour in teams. Hence, HRM system strength theory of Bowen and Ostroff 

(2004) advances the understand of how performance management enables positive changes in organizational 

behaviour. Furthermore, HRM system strength theory is connected to other HRM-concepts to explain why they 

enable performance, an approach that has gained in popularity in recent studies (Nishii & Paluch, 2018, Knies & 

Leisink, 2014; Leroy et al., 2018). Goal-setting theory is connected to a specific part of the HRM system strength 

theory, i.e., performance management distinctiveness, to predict changes in teamwork behaviour (chapter 

three). Leadership theory is connected to a strong implementation of performance management, which is 

found to lead to more shared perceptions among team members and, ultimately to more helping behaviour in 

teams (chapter four). 

In addition, the dissertation builds on climate literature (James et al., 2008) to find answers to the 

mechanisms between performance management and performance outcomes. At the individual level, the 

dissertation is attentive to psychological climate theory, defined as an experiential-based valuation of what 

employees see and report as happening to them (Bowen & Ostroff 2004; James et al. 2008). It is found that 

satisfaction with performance management, which is an experiential-based valuation (Schneider et al., 2013), 

explains why police officers’ well-being increases with performance management. The link between 

performance management distinctiveness and relational coordination is explained by a decrease in diffusion 

of responsibility for team objectives to others, which is another psychological mechanism (Alnuaimi, Robert, & 

Maruping, 2010).  

As the dissertation especially aims to extend knowledge about how performance management works at the 

team level, it is attentive to explaining relationships at that level as well. The dissertation follows the 

fundaments of HRM system strength theory (Bowen & Ostroff, 2004) that assumes that a strategic climate 
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(Schneider, 1990), defined as shared perceptions on organizational phenomena, explains the mechanisms 

between HRM and team-level outcomes. Following the IMO framework (Ilgen et al., 2005) that theorizes how 

input affects output through mediators in teams, the dissertation empirically confirms that shared perceptions 

on performance management indeed mediate the relationship between the input performance management 

and the team outcome backing-up behaviour. To this respect, chapter four is the first to empirically confirm the 

mediating mechanism of shared perceptions on performance management between performance 

management and team backing-up behaviour. Hence, at the team level as well, OB theories are found to be 

valuable in explaining relationships between performance management and team outcomes.  

Finally, at the environmental level, the OB research field helps explain some boundary conditions as well 

(chapter five). More specifically, the boundary effect of environmental extremity for the relationship between 

performance management features and team effectiveness can be explained by situational strength theory 

(Meyer et al., 1989) from the OB domain. Situational strength directs employees’ focus towards the desired 

behaviour and attitudes and is fostered when poor performance generates severe consequences (Bell et al., 

2016; Meyer et al., 2012). Hence, the presence of situational strength explains why in the highly extreme 

environment of policing, where the chances of encountering extreme events with possible severe 

consequences are more common than in a low extreme environment, performance management generates 

different effects. 

These findings imply that the OB field indeed has the potential to produce knowledge that is directly 

applicable and relevant to performance management, as predicted by Aguinis and Pierce (2008). As research 

combining both has flourished since their statement (Aguinis & Pierce, 2008), it can be gradually acknowledge 

that this has not only been a beautiful wedding but also seems to be a long-term marriage. Both fields are 

increasingly intertwined, sometimes making it even hard to separate and disentangle the underlying theories. 

The HRM system strength theory is a good example of such convergence. The theory has been established in 

the HRM research field to such an extent that its origins in the OB domain are fading away. My findings support 

the benefits of the synergy between the OB and HRM research fields and advocate its further exploration in 

the performance management research field. As Aguinis and Pierce (2008) have broadly elaborated on how 

the organizational behaviour research field can fuel the performance management literature, they form a good 

starting point in this respect. Some of their suggestions have already been explored, such as performance 

management fairness (Bauwens et al., 2017) or the connection to leadership (Chapter four; Van Waeyenberg & 

Decramer, 2018). Others remain untouched, such as the influence of social power on the performance 

management process or the negotiations systems regarding performance management standards (Aguinis & 

Pierce, 2008). Further research in these domains can strengthen the connection between performance 
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management and the OB research field and as such advance knowledge about how performance actually 

works in organizations.  

 

6.3. THE RESEARCH DESIGN: A REFLECTION 

To conduct research on performance management in the extreme environment of policing, a mixed-methods 

approach is adopted. In line with the ideas of Paauwe and Farndale (2017) and Bell et al. (2016), I make a plea 

throughout this dissertation that paying attention to the context involves more than just including some 

control variables in statistical analyses, describing the context in the methods section or using it as a possible 

explanation for divergent findings in the discussion.  

I started by exploring the organization of interest: the police force. I read the necessary documents to find the 

structure in the organization and the relationships and laws related to performance management in the 

Belgian Police Force. With this knowledge, I started the exploratory qualitative research stage to gain more in 

depth knowledge about how performance management actually works in the Belgian Police. This taught me 

that despite the formalized regulations and abundance of research related to performance management in 

general, the reality is very different from what I expected. The interviews with the (HR) managers, team 

leaders and team members demonstrate that even though it is compulsory, performance management does 

not apply to everyone. Furthermore, when actually applied, I observed large differences in how it was 

implemented. This was in line with the process approach to HRM (Bowen & Ostroff, 2004; Wright & Nishii, 2013) 

and made the Belgian Police an even more interesting case for studying performance management.  

The second research stage flowed from knowledge gained in the first one and involved a large data collection 

used (partially) by three of the four empirical chapters. I decided to make this sample as broad as possible for 

multiple reasons. This gave the benefit of examining multiple work environments that were differentiated in 

terms of extremity. The data represent the largest cities and the smallest towns in Belgium. In addition, the 

great number of respondents made it possible to have a significant sample at the team level, making the 

analyses of team mechanisms more robust. The large data collection also made it possible to connect data 

from team members to data from team leaders. Even though connecting both datasets reduced the data 

significantly, as not all team leaders or a minimum of two members from every team responded, the number 

of data were still sufficiently high to make statistical analyses and draw validated conclusions. Such a large 

data collection was only made possible by involving the highest decision makers of the Belgian Police Force 

and convincing them of the usefulness of the study. Conducting the first exploratory research stage helped 

with that, because it brought me in contact with important decision makers at the Belgian Police.  
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However, an exploratory mixed-methods research design has some limitations as well. First, it is time 

consuming. To obtain approval from the higher hierarchies, conducting the interviews and collecting 

information so that I could send anonymous surveys and still be able to connect the respondents to their team, 

took several years. Concretely, the interviews were held in 2016, and the data collection took place from 2017 

to 2018. This also limited the ability to implement a longitudinal research design. As my PhD was funded for six 

years, I was not in the position to perform a second data collection with a sufficiently high time difference to 

justify a longitudinal research. However, as I do not have the authority to actually change something in the 

performance management process of the Belgian Police Force, the usefulness of longitudinal data is already 

limited.  

Nevertheless, the overall approach is a useful way of bridging practice and theory. Because of the close 

collaboration with the Belgian Police Force, I was able to inject the theoretical model with issues that were 

discovered by observing and interviewing the organization itself. In addition, I was able to translate the 

findings into practical guidelines. These practical guidelines will be explained hereafter (see 6.6. 

recommendations for practice). I reported these guidelines in research reports that described the actual state 

of how the specific police force was dealing with performance management, complemented with practical 

guidelines to help the police force resolve these issues. I also communicated the findings in Flanders and 

Brussels to several police forces. Hence, close collaboration with practice not only helped to develop an 

interesting theoretical model but also helped return the investment that the society had made by funding this 

research.  

 

6.4. LIMITATIONS & FUTURE CHALLENGES 

Every study in the dissertation has its own limitations, which are discussed in detail in each chapter. In this 

part, the broader caveats of the dissertation are discussed, which may be interesting to resolve in future 

research. 

Even though there is an imperative to conduct studies that allow the drawing of causal conclusions in HRM 

studies (Sanders et al. 2014), this dissertation was only partially able to fulfil this imperative. The dissertation 

answers the call for more experiments from Sanders et al. (2014), by conducting one experiment in chapter 

three. I would encourage the use of more experimental (vignette) designs when studying performance 

management. Experiments provide additional fine-grained analyses of the specific features of performance 

management.  
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The rest of the studies include cross-sectional data. However, when using cross-sectional data, I am attentive 

to the causality assumptions that are made. The studies apply SEM, multiple sources and mixed methods, 

whenever possible. However, several findings from these studies could benefit from demonstrating actual 

causal effects. Apart from experiments, this can also be accomplished by means of longitudinal data. For 

instance, related to the findings in chapter four that connects leadership styles to the implementation of 

performance management, training could be provided to middle management to increase their 

transformational leadership skills. Testing the theoretical model of chapter four before and after such 

manipulation would allow researchers to draw more robust conclusions about the link between leadership 

styles and performance management implementation.  

A second limitation of this dissertation is the difference between an actual research design and the most ideal 

research design. Important to note here is the difficulty of including the exact context in studies. When testing 

for the moderating effect of environmental extremity on how performance management relates to team 

effectiveness in chapter five, secondary data that reflect the amount of public violence in the different 

environments were used. However, measuring performance management in a survey and building the 

construct of environmental extremity with secondary data creates a discrepancy between perceiving 

performance management and experiencing extreme events. The connection between both can be too broad, 

such that other influences affect the hypothesized relationship in the data. In this respect, future research 

could, for instance, conduct an experiment that grasps the extremity of the context and relates that to the 

implementation of performance management. Other advanced research techniques could also be applied in 

future research, such as software that enables researchers to ask short questions related to performance 

management or outcomes immediately after extreme events.  

In addition, the context that was the central focus of this dissertation may also jeopardize the generalizability 

of the findings. Data that were collected from the Belgian Police Force and did not include every single 

department and local police force related to the Belgian Police. For instance, the special forces of the Federal 

Judicial Police Force are not included in the data. Most of the studies discuss team-level mechanisms related to 

performance management, which is the same for every employee in the Belgian Police Force6. Therefore, I 

believe that the findings are applicable to most teams operating in the Belgian Police. Nevertheless, to make 

the findings perfectly generalizable to the overall police context or other extreme work environments, the 

studies of this dissertation should be replicated.  

                                                           
6 Exceptions are the mandate holders at the Belgian Police Force who are held accountable for their work by different 
mechanisms. 
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Finally, the team level could have been explored more in depth as well. The abundance of team research 

provided interesting insights into how, for instance, social relations, team skills, diversity, and shared mental 

models influence working in teams (Mathieu et al., 2008; Westli, Johnsen, Eid, Rasten, & Brattebø, 2010). 

Including all these different team dynamics and mechanisms in only a few studies is impossible and would 

jeopardize the focus of each chapter. However, it would be interesting in further research to emphasize 

different aspects to obtain an even better understanding of how performance management works in teams. 

For instance, fault lines, team sizes, and demographic and/or personality differences (Carson, Tesluk, & 

Marrone, 2007) can be considered boundary conditions influencing how performance management generates 

outcomes in teams. For instance, employees with a personality high on agreeableness are found to work better 

in teams (Acuña, Gómez, & Juristo, 2009; Wang, Chen, Tjosvold, & Shi, 2010), which could also affect their 

perception of performance management (Nederveen Pieterse, Van Knippenberg & Van Ginkel, 2011).  

Related to the focus on the team level, I also want to acknowledge that there are shortcomings related to the 

inclusion of the multilevel paradigm in the dissertation (Peccei & Van de Voorde, 2016). Whenever possible, I 

theoretically acknowledged homogenous or different relationships and mechanisms at different levels. The 

analyses also paid attention to justify the consideration of variables on a specific level when needed. For 

instance, examining performance management at the team level by means of individually collected data is 

always justified by the ICC and Rwg values. However, it should be acknowledged that the inclusion of a 

multilevel paradigm can be much more advanced. The different chapters either focus on the team (chapter 

four & five) or the individual level (chapter two & three), but both levels are not examined simultaneously. For 

instance, performance management distinctiveness is examined at the individual level in chapter three and in 

chapter four performance management system strength is examined at the team level, which also 

incorporates the meta-feature of performance management distinctiveness. Even though both chapters 

theoretically and analytically justify the focus on a single level, a simultaneous examination of both levels 

would provide additional insights. The homogenous and different dynamics between levels could be explored, 

revealing a fine grained understanding of multilevel mechanisms between performance management and 

desirable outcomes at different levels.  
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6.5. RECOMMENDATIONS FOR PRACTICE7 

In line with the overall approach of the dissertation, the practical guidelines deriving from the different studies 

are related to the implementation aspect of performance management in the Belgian Police Force. The current 

performance management system was installed in 2007 (Koninklijk besluit van 20-12-2007 art. 7: de 

administratieve loopbaan, 2007) and survived several reforms and optimizations in the Belgian Police Force. 

These reforms had several implications for performance management as they jeopardized a clear, consistent 

and relevant implementation of the system itself. The middle management changed regularly, which disrupted 

the continuity of the two-year performance management cycle. Employees themselves also changed between 

teams, tasks and, sometimes even, location. As the current head of the Belgian Police is not intending 

additional reforms of the organization, now is a good time to start focusing on an effective and consistent 

implementation of the current performance management. 

Even though research indicates that police officers become frustrated by performance management (Coutts & 

Schneider, 2004), this dissertation demonstrates that performance management can have its merits, even 

from an HRM perspective (Butterfield et al., 2004), and motivates employees to demonstrate desired 

behaviours. Therefore, police forces should take the following evidence-based guidelines into account when 

adopting and implementing performance management, to turn it into a useful HR tool. 

 

6.5.1. From Regulations and Organizational Decision-Making to a Strategic HR Tool 

Instead of considering performance management as an administrative task, deriving from an accounting 

approach to performance management (Butterfield et al., 2005), performance management should be 

recognized and approached as a communication tool in organizations. As scholars in the HRM domain have 

already suggested (Decramer et al., 2015; Reader, Flin, Mearns, & Cuthbertson, 2009), it is by continually and 

consistently communicating about how employees need to behave and act in the organization and how this 

contributes to the overall performance, that positive effects on different levels at the police force are able to 

emerge.  

More specifically, performance management should communicate the strategic choices of an organization 

linked to the individual employees in a clear, consistent and relevant way. For instance, the local police force of 

                                                           
7 Based on two publications: Van Thielen, T., Decramer, A., Vanderstraeten, A., & Audenaert, M. (2018). Evaluatieprocedure van de 
Belgische geïntegreerde politie : van regelgeving en intenties tot een effectieve toepassing en gewenste percepties. CAHIERS 
POLITIESTUDIES, 3(48), 161–178; Van Thielen, T. (forthcoming). Van een individuele opvolging naar teammanagement in publieke 
organisaties. Personeel & Organisatie.  
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Ostend can set the goal to cooperate better between departments when fighting against home robberies in 

their local safety plan (zonale veiligheidsplan 20014-2017, lokale politie Oostende 5449). As this is an objective 

for the overall local police force, each department, team and employee should be aware of that goal and 

contribute to it. A police officer who has street duty should be made accountable for the amount of 

cooperation he or she engages in with the investigation department responsible for home robberies. For the 

support staff working at the registration desk, this may imply that complaints related to home robberies 

should be given a higher priority.  

 

6.5.2. The Important Role of the Middle Management 

A second recommendation that can be made based on the observations at the Belgian Police is to recognize 

the importance of middle management. Middle managers are those employees who actually have to 

implement performance management, i.e., supervisors, team leaders or, in the context of policing, sergeants. 

Even though higher levels in the organization decide on the rules and policies related to performance 

management, the middle managers actually have to implement it. Vice versa, employees are confronted with 

performance management through middle management. How your middle management deals with that task 

and responsibility significantly determines how effective performance management is. To make leaders 

effective in implementing performance management, the findings are translated into some hands-on 

guidelines. With these practical guidelines, answers are found to the questions raised by Butterfield et al. 

(2004) associated with the role of police sergeants in performance management implementation. 

Top management should first ensure that their middle management is convinced of the usefulness of 

performance management as a communication tool. Middle managers should be taught that performance 

management is not just an extra administrative task that they should perform as quickly as possible at work to 

conform to overall organizational rules. Concretely, top management should convince middle managers of the 

benefits of being consistent when managing employees and train them to keep track of the goals that they 

have set for their employees. For police officers this is especially important, as it gives them a grip on what is 

expected of them, which is not always clear in their everyday work environment that can be purely 

administrative one day and involve one dangerous intervention after the other the day after (Driskell et al., 

2017). Especially in environments where high levels of public violence occur, police teams should receive clear 

guidance from performance management. Under highly extreme conditions, the team leader should give 

his/her employees a grip on things that they have control over, such as their behaviour and their attitudes. As 

such, performance management is able to foster team effectiveness.  
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Another tip deriving from the findings, is to train the middle managers to be attentive to each individual’s 

contribution to the overall team objectives. This is linked to the strategic vertical alignment discussed above 

but falls more under the responsibility of the middle managers themselves/herself. When having performance 

conversations with an employee, the relevance of his/her attitude and behaviour should be justified in relation 

to the overall objective of the local police force. Middle managers know the objectives of the team and need to 

translate them to every team member. By making clear how individual goals will benefit the overall team, the 

relevance and, as such, the motivation of employees to actually attain these objectives will increase (Bowen & 

Ostroff, 2004). For instance, when a leader emphasizes the goal of providing more feedback to their 

colleagues, the leader should indicate that this will help overall communication on the team. Training middle 

management to become aware of and attentive to such cascades in the organization will create a valuable 

human asset. 

Another evidence-based guideline for middle managers is to give constructive feedback. As indicated during 

the interviews, leaders are often scared of providing feedback because it may demotivate police officers or 

because it may upset an employee. Such effects should be especially avoided in police forces, where lives 

depend on the motivation and performance of employees. Being able to provide feedback in an effective way 

may be a solution to this unintended effect. Constructive feedback refers to the practice of indicating the 

positive aspects of an employee and what the employee can still improve or work on. When training the middle 

managers in giving constructive feedback, leaders will experience the benefits of recognizing and valuing 

employees’ efforts (deriving from the positive feedback). The leaders will experience that employees who are 

being valued for their work are more open to discussing the behaviour that needs to change as well. As such, 

the often more hierarchical and directive culture of police forces (Butterfield et al., 2004) can change to a 

more open feedback culture and, as such, an effective work force.   

The simplest, but very important, guideline to make performance management more effective is to make 

leaders aware that they should ask for the opinion of the employees during the performance management 

cycle. By having true two-way conversations, employees will be far more motivated to actually attain 

objectives than when these objectives are forced upon them. This also requires a cultural change in police 

forces, that are used to being very directive and hierarchical (Butterfield et al., 2004). However, this change is 

closely linked to the philosophy of community-related policing (Easton & Ponsaers, 2010). As community-

oriented policing aims to empower police officers, this could be a good step in that direction. By giving 

employees the opportunity to agree on their own objectives, they will feel more empowered. Training leaders 

in such two-way communication techniques can be very effective and simultaneously make your middle 

managers attentive to the fact that these benefits will not automatically translate into overall team 
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effectiveness. When environmental extremity is rather low, having two-way communication may improve 

employees’ individual motivation and performance, but their own input may not automatically relate to their 

contribution to the team or the overall team performance (see chapter five). The leader has the responsibility 

to guide the conversations, through good reasoning and argumentation, in the desired direction.  

Finally, I also encourage training in leadership styles of the middle management. This is important for the 

overall effectiveness of leaders, which is confirmed by decades of research (Bass, 1990; Den Hartog et al., 1997; 

Avolio et al., 2004; Vermeeren, 2014), and also for a correct use of performance management. By enhancing 

transformational leadership skills, middle managers will become better at being considerate to each individual 

on the team, and this will also help them to let their employees grow intellectually and have a vision for the 

overall team. Performance management can be a useful HR tool that put these skills into practice. Not only 

should transformational leader skills be trained for but also the convergent reinforcement of leaders, which is 

linked to the transactional leadership style. Training should help the middle managers become clear and 

straightforward leaders with clear expectations. As such, they will be alarmed when employees perform or 

evolve in the wrong direction and can rectify the situation in time. Especially in the hierarchical structure of 

the police (Butterfield et al., 2005), such a straightforward leadership style seems to have good synergies with 

the application of performance management.  

Ideally, leadership styles and how performance management can be used to put these types of leadership 

styles into practice should be trained simultaneously For instance, the contingent reinforcement of transaction 

leaders can be put into practice through a consistent application of performance management in which certain 

goals are set that are monitored and that will be evaluated by means of performance management. By 

demonstrating to leaders how performance management can help with consistency in the management of 

employees, both leadership style and the implementation of performance management will be more effective. 

As such, the training of leaders can become much more effective. 

 

6.5.3. Support your Middle Management  

Middle managers are unable to invest in performance management without any support from the higher 

hierarchies. Such support can take several forms. First, leaders should feel that they have the time needed to 

perform performance management. When higher management only notifies them that they need to take up 

the performance management of their employees without compromising on the other tasks that they already 

have to carry out, the motivation to invest time in effectively implement performance management is likely to 

diminish. In the Belgian Police force, operational flow is always a priority. The task of setting goals, giving 
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constructive feedback and providing an evaluation are often postponed and, as such, are (unintentionally) 

communicated as less important. This is a dangerous mechanism. Performance management runs the risk of 

being forgotten, letting employees feel unvalued. Such a mechanism is likely to make employees demotivated 

on their job. It is the task of the higher managers to ensure that the middle managers do not forget that this is 

an important task that should not be postponed for the sake of every other task. They should be convinced that 

the time investment will benefit the overall police force in the middle- to long-term time period.  

The higher levels in the organization can also make middle management accountable and responsible for the 

management of their employees, by explicitly incorporating this into their own performance management. By 

holding the middle managers accountable for aspects related to how they take up their role in the 

performance management process of their employees, the importance of performance management is 

automatically increased. Middle managers will be made aware of the importance of their task as a leader and 

will be more inclined to focus on the management of their employees. 

Finally, higher-level management should also set a good example for middle managers. Employees are 

evaluated by middle management and middle management is evaluated by the higher levels in the 

organization (e.g. the CFO, CEO, department heads, …). Hence, there is an opportunity for the higher levels in the 

organization to translate the guidelines revealed in this dissertation into their own approach towards 

performance management for the middle managers. This would increase the chances of creating a cascade 

from the approach of the higher management to the approach of the middle management, which would in turn 

increase the chances that every employee is managed following the guidelines communicated in this 

dissertation.  

 

6.6. A FINAL PERSONAL REFLECTION 

Conducting research with the Belgian Police Force was an enlightening experience. Through a close 

collaboration with the police force, I gained knowledge about how performance management works in practice 

and advanced the performance management literature. I would recommend the use of a contextually based 

HRM approach (Paauwe, 2004; Farndale & Paauwe, 2017) more often in research. Even though it is a time-

consuming process, it is able to provide powerful insights. It is commonly known that imitating the HR 

activities of other organizations, in the hope of improving performance, creates no additional value. There is a 

need to focus on the HRM process and consider the context in which HRM is applied (Khilji & Wang, 2006; 

Woodrow & Guest, 2014). This need is also confirmed for performance management in this dissertation.  



214  GENERAL DISCUSSION 

By conducting research on performance management in policing, I noticed that the reality of HRM is often far 

more complex than research is able to grasp. Whereas hard sciences can rely on physical laws, solid equations 

and hard math to make straightforward assumptions, of which the recent photo of a black hole is a beautiful 

confirmation, performance management studies cannot (yet) rely on that kind of certainty. Performance 

management is used in organizations that have their unique purposes, cultures and contexts. Organizations are 

further divided into departments, teams or projects that consists of employees from different generations and 

with different characters, personalities, gender, ages, etc., who are guided by supervisors with their own 

characters, personalities, attitudes, etc.. This results in a complex reality of different relations and dynamics, 

affecting how performance management works in organizations. 

The HRM research field is experiencing a movement towards more overarching and advanced studies that try 

to elucidate these complex relationships. I humbly tried to contribute to these efforts by exploring 

performance management at appropriate organizational levels (i.e. individual, team and environmental level) 

in conjunction with other organizational aspects and by being attentive to contextual influences. Nevertheless, 

many more questions remain unresolved and were raised along the way. I am therefore eager to read further 

research increasing knowledge about these complex HRM mechanisms in organizations.  
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- 

“Hercule and Holmes are experiencing a totally different performance management, because their supervisors 

approach it in a significantly different way. Hercule may find less guidance to monitor and change his 

behaviour at the team. This may also jeopardize his well-being as the inconsistency between his goals and 

evaluation increases his job demands.  

Holmes’ supervisor has a more transformational leadership style combined by the contingent reinforcement 

skills of transactional leaders, translating performance management into a more effective management tool. 

The performance management that Holmes and his team receive, will generate more relational coordination, 

helping behaviour and team effectiveness. Sherlock Holmes gets managed in such a way that his job 

satisfaction and mental health is also more secured.  

 

However, as London is a highly extreme environment, the supervisors should be careful with a too strong 

vertical alignment of performance management and too much constructive feedback may not be effective to 

manage Holmes and Hercule. However, because they work in a police team operating in London, it is especially 

important that their performance management process occurs as a two-way conversation and performance 

management remains consistent over time.” 

- 
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7.1. APPENDIX CHAPTER 2 
 

7.1.1. Variables and items  

Scale No. Of 
items 

Cronbach’s α Items  

Job satisfaction 3 .86 
(1) Overall, I am satisfied with my job; (2) In 
general, I do not like my job; (3) In general, I like 
working here. 

Strain 6 .92 

[During the last month, I]  (1) could not overcome 
difficulties; (2) was thinking of self as worthless; 
(3) loosed confidence; (4) felt unhappy or 
depressed; (5) was under strain; (6) lost much 
sleep. 

Employee performance 
management system 

9 .91 

During my planning stage, we discuss:  
- the expected behaviour when performing my job; 
- my competences I need to attain 
- the results I need to obtain, without specific 
targets 
- the tasks I need to accomplish. 
During my evaluation, we discuss:  
- my behaviour 
- my competences 
- my results 
- my individual objectives  
- my tasks. 

Employee performance 
management system 

satisfaction 
2 .86 

(1) satisfaction with the goalsetting; (2) 
satisfaction with the evaluation 
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7.2. APPENDIX CHAPTER 3 

7.2.1. Variables and items of study 1 chapter 3  

Scale No. Of 
items 

Cronbach’s 
α 

Items  

Relational 
coordination 

6 .89 

(1) How frequently do you communicate  with others in your team?  
(2) Do your team members communicate with you in a timely way?  
(3) Do your team members communicate with you accurately?  
(4) To what extent do your team members share your goals?  
(5) How much do your team members know about the work you do?  
(6) How much do your team members respect you and the work you 
do? 

Team-related 
content of 

performance 
management 

9 .96 

During my planning stage, we discuss: 
- My skills on the team 
- My behaviour and attitudes towards the team 
- Team performance  

I am monitored on following aspects: 
- My skills on the team 
- My behaviour and attitudes towards the team 
- Team performance  

During my evaluation, we discuss: 
- My skills on the team 
- My behaviour on the team 
- Team performance 

Performance 
management 

distinctiveness 
6 .91 

(1) it is clear for my evaluator what belongs to the performance 
management policies and what not.  
(2) When there are questions about performance management, 
clear answers are provided.  
(3) The policies and rules related to performance management are 
easy to understand.  
(4) In general, the evaluators at the police force are highly 
appreciated.  
(5) The police officers in charge of performance management 
undertake exactly those actions that meet our needs.  
(6) The employees at this police force experience performance 
management as relevant. 
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7.2.2. Scenarios of the vignette experiment of study 2 chapter 3 

High performance management distinctiveness, team-related performance management 

Beeld u in dat u tijdens een werkoverleg duidelijke en heldere richtlijnen krijgt van uw direct leidinggevende 
(HINP, CP of HCP). Deze richtlijnen gaan over uw gedrag, vaardigheden en waarden & normen in uw 
team. Voorbeelden kunnen zijn: hoe hulpvaardig u bent tegenover uw teamleden of hoe flexibel u bent 
wanneer de shifts in uw team worden verdeeld.  
  
Je leidinggevende benadrukt hoe deze richtlijnen over uw werking in het team concreet kunnen bijdragen tot 
de teamprestaties en de prestaties van de politie. Zo kan uw flexibiliteit bijdragen tot een positieve teamsfeer 
en een team waarop de politiezone kan rekenen. 
 
Uw leidinggevende is ook transparant over hoe en wanneer de richtlijnen verder zullen opgevolgd en 
geëvalueerd worden. Dit gebeurt later effectief ook zo.  
  
Uit conversaties met uw teamleden leidt u af dat zij hun richtlijnen, opvolging en evaluatie, duidelijk en 
relevant vinden. 
 

Uw leidinggevende geeft u dus heldere richtlijnen over uw gedrag, vaardigheden en waarden & normen in uw 
team. Deze richtlijnen, alsook uw opvolging en evaluatie, worden begrijpelijk en duidelijk overgebracht. 

 

 

Translation:  
Think about an interaction with your supervisor in which you receive clear and understandable guidelines. 
These guidelines discuss your behaviour, attitudes, values & norms in your team. Examples are how helpful you 
should be for others or the amount of flexibility you should demonstrate towards other team members. 
Your supervisor emphasizes that these guidelines about how you function on the team will contribute to 
overall team and organizational performance. For instance, being flexible will foster a positive atmosphere 
within the team, creating a team that the organization can trust. 
Your supervisor is also transparent about how and when these guidelines will be further monitored and 
evaluated. This has been a good prediction of how it eventually happens. 
From conversations with other team members you notice that their guidelines, follow-up and evaluation are 
clear and relevant as well. 
Thus, your supervisor gives clear guidelines about your behaviour, attitudes, values & norms within your team. 
These guidelines, as well as how you are monitored and evaluated, are clear and understandable.  
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Low performance management distinctiveness, individual-related performance management 

Beeld u in dat u tijdens een werkoverleg beperkt richtlijnen krijgt van uw direct leidinggevende (HINP, CP of 

HCP). Deze richtlijnen gaan over uw individuele gedrag, vaardigheden en waarden & normen. Uw leidinggevende 

spreekt hier echter in algemene termen, zonder echt concrete voorbeelden te geven. 

  
Uw leidinggevende blijft ook vaag en onduidelijk over hoe de richtlijnen over 
uw individuele werking kunnen bijdragen tot de prestaties van de politie. Zo weet u niet hoe uw extra 
inspanningen ten goede komen voor de politiezone.  
 
Uw leidinggevende gaat verder niet in op de opvolging of evaluatie dat u zal krijgen. Later wordt u wel 
opgevolgd en geëvalueerd, maar het blijft vaag hoe en wanneer dit gebeurt of zal gebeuren.  
  
Uit conversaties met uw collega's vangt u op dat sommigen hun individuele richtlijnen, opvolging en 
evaluatie, moeilijk vinden om te begrijpen en de relevantie ervan niet inzien. 
  
Uw leidinggevende geeft u dus onduidelijke richtlijnen over uw individuele gedrag, vaardigheden en waarden & 

normen. Deze richtlijnen, alsook uw verdere opvolging en evaluatie, worden op een vage manier uitgevoerd. 
 

Translation:  
Think about an interaction with your supervisor in which you receive guidelines to a limited extent. These 
guidelines discuss your individual behaviour, attitudes, values & norms. Your supervisor remains superficial 
when discussing these guidelines, without providing any clear examples. 
Your supervisor also remains vague about how these individual guidelines will contribute to the overall 
organization. You do not know how your individual efforts will benefit the organization. 
Your supervisor does not mention how and when these guidelines will be further monitored and evaluated 
either. You will be monitored and evaluated in the future, but it is unclear when and how this happens exactly. 
From conversations with other team members you notice that they perceive their guidelines, follow-up and 
evaluation as unclear and irrelevant. 
Thus, your supervisor gives unclear guidelines about your individual behaviour, attitudes, values & norms. These 
guidelines, like your monitoring and evaluation, are communicated in an unclear way.  
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High performance management distinctiveness, individual-related performance management 

Beeld u in dat u tijdens een werkoverleg duidelijke en heldere richtlijnen krijgt van uw direct leidinggevende 
(HINP, CP of HCP) over uw individuele gedrag, vaardigheden en waarden & normen. Voorbeelden kunnen zijn: uw 
proactiviteit, uw taalkennis of uw integriteit. 
  
Uw leidinggevende benadrukt hoe deze individuele richtlijnen concreet bijdragen tot de prestaties van de 
politie. Zo kan uw proactief gedrag bijdragen tot een betere ervaring van burgers met de politie en het imago 
van de politie ten goede komen. 
 
Uw leidinggevende is ook transparant over hoe en wanneer deze individuele richtlijnen verder 
zullen opgevolgd en geëvalueerd worden. Dit gebeurt later effectief ook zo.  
 
Uit conversaties met uw collega's vangt u op dat zij hun individuele richtlijnen, opvolging en 
evaluatie, duidelijk en relevant vinden. 
  

Uw leidinggevende geeft u dus duidelijke richtlijnen over uw individueel gedrag, vaardigheden en waarden & 
normen. Deze richtlijnen, alsook uw opvolging en evaluatie, worden begrijpelijk en duidelijk overgebracht. 

 

Translation:  
Think about an interaction with your supervisor in which you receive clear and understandable guidelines. 
These guidelines discuss your individual behaviour, attitudes and values & norms. Examples can be your 
proactivity, your language skills or your integrity. 
Your supervisor emphasizes that these individual guidelines will contribute to the overall organization. For 
instance, your proactivity will increase the positive experience that citizens have with the police force, 
fostering the positive image of the police force. 
Your supervisor is also transparent about how and when these guidelines will be further monitored and 
evaluated. This has been a good prediction of how it eventually happens. 
From conversations with other team members you notice that their individual guidelines, follow-up and 
evaluation are also clear and relevant. 
Thus, your supervisor gives clear guidelines about your individual behaviour, attitudes, values & norms. These 
guidelines, as well as how you are monitored and evaluated, are clear and understandable.  
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Low performance management distinctiveness, team-related performance management 

Beeld u in dat u tijdens een werkoverleg beperkt richtlijnen krijgt van uw direct leidinggevende (HINP, CP of 
HCP). Deze richtlijnen gaan over uw gedrag, vaardigheden en waarden & normen in uw team. Uw leidinggevende 
spreekt echter in algemene termen, zonder echt concrete voorbeelden te geven. 
  
Uw leidinggevende blijft hierbij ook vaag en onduidelijk over hoe de richtlijnen over uw werking in het 
team kunnen bijdragen tot de teamprestaties en prestaties van de politie. Zo wordt niet verduidelijkt hoe uw 
extra inspanningen in het team ten goede komen voor het team of de hele politiezone.  
  
Uw leidinggevende bespreekt verder niet hoe de richtlijnen over uw werking in het team verder zullen 
opgevolgd en geëvalueerd worden. Later wordt u wel opgevolgd en geëvalueerd, maar het blijft vaag hoe en 
wanneer dit gebeurt of zal gebeuren.  
  
Tijdens conversaties met uw teamleden leidt u af dat sommigen hun richtlijnen, opvolging en 
evaluatie, moeilijk vinden om te begrijpen en de relevantie ervan niet inzien. 
  

Uw leidinggevende geeft u dus onduidelijke richtlijnen over uw gedrag, vaardigheden en waarden & normen in 
uw team. Deze richtlijnen, alsook uw verdere opvolging en evaluatie, worden op een vage wijze uitgevoerd. 

 

 
Translation:  
Think of an interaction with your supervisor in which you receive limited guidelines. These guidelines discuss 
your behaviour, attitudes, values & norms on the team. However, your supervisor remains superficial when 
explaining these guidelines, without providing any clear examples. 
Your supervisor also remains vague about how these guidelines, that discuss how you function at the team, 
will contribute to the overall team or organizational performance. You do not know how your efforts will 
benefit the team/organization. 
Your supervisor does not mention how and when these guidelines will be further monitored and evaluated 
either. Afterwards, you are monitored and evaluated, but it is unclear when and how this will happen. 
From conversations with other team members you notice that they perceive their guidelines, follow-up and 
evaluation about their functioning at the team as unclear and irrelevant. 
Thus, your supervisor gives unclear guidelines about your behaviour, attitudes, values & norms at the team. 
These guidelines, like your monitoring and evaluation, are transferred unclearly.  
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7.3. APPENDIX CHAPTER 4 

7.3.1. Variables and items about performance management included in chapter 4 

Scale No. 
items 

Cronbach’s α Items  

Performance 
management 

system 
strength 

7 .81 

(1) My team knows performance management’s target and 
practices.  
(2) My team understands the performance management system. 
(3) My team accepts the performance management system. 
(4) My manager and I follow the same guidelines in implementing 
performance management. 
(5) My team realizes the effects we intend to achieve with 
performance management. 
(6) Performance management is implemented consistently. 
(7) I invest heavily in the full implementation of performance 
management. 

Performance 
management 

distinctiveness 
16 .96 

(1) It is clear for my evaluator what belongs to the performance 
management policies and what not.  
(2) When there are questions about performance management, 
clear answers are provided.  
(3) The policies and rules related to performance management are 
easy to understand.  
(4) In general, the evaluators at the police force are highly 
appreciated.  
(5) the police officers in charge of the performance management 
system undertake exactly those actions that meet our needs.  
(6) The employees in this police force experience performance 
management as relevant. 
(7) The suggestions, procedures, and practices that HR comes up 
with actually contribute to the better functioning of this police 
force. 
(8) Performance management succeeds in reinforcing the desired 
behaviours. 
(9) The performance management system is designed in such a way 
that desired performance is being encouraged. 
(10) One can have faith that performance management realizes the 
goals for which it is designed. 
(11) Performance management achieves their intended goals. 
(12) At our police force there is clear consistency between words 
and deeds about performance management. 
(13) The employees at the police force responsible for performance 
management have a mutual agreement about how to deal with 
employees. 
(14 If employees perform well, they get the necessary recognition 
and rewards. 
(15) Employees consider promotions as fair at the police force. 
(16) Those employees responsible for performance management’s 
implementation take decisions impartially. 
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7.4. APPENDIX CHAPTER 5 

7.4.1. Interview guide (based on the best practices of Creswell, 2014)8 

Introduction 

1) Thank the respondent for participating  
2) Explain the purpose of the interview: exploratory research to develop a larger survey about managing 

employees at the Belgian Police.  
3) Emphasize that the interview is confidential and the information will only be used when the identity 

of the respondent remains anonymous.  
4) Indicating the possibility that questions do not have to be answered and that the interview can be 

ended at any time. 
5) We want to gain knowledge about: 

a. Teamwork at the Belgian Police 
b. How performance management supports that 
c. And how performance management can differentiate (between teams) 

6) Ask if the interview can be recorded. 
 
[start recording] 
 
Topic 1: Teamwork at the Belgian Police  

1) How would you describe teamwork at the Belgian Police?  
2) Which behaviour do you think is important to demonstrate as a member of a team at the Belgian 

Police?  
a. Why (not)? 
b. Examples? 

3) Which competences do you think are important to have as a member of a team at the Belgian Police?  
a. Why (not)? 
b. Examples? 

 
Topic 2: Performance management at the Belgian Police  

1) Can you explain me the performance management system of the Belgian Police?  
a. Who are important actors in this system, in your opinion?  

i. Why (not)?  
ii. Is the direct supervisor of the teams also the one who implements performance 

management? 
2) Which difficulties did you already experienced with the performance management system of the 

Belgian Police?  
3) Which benefits did you already experienced with the performance management system of the Belgian 

Police?  
4) Do you think the performance management system of the Belgian Police is fair?  

a. Why (not)? 
5) How does the performance management system of the Belgian Police helps to increase more 

teamwork in teams? Examples? 

                                                           
8 Questions are formulated as if the respondent would be a(n) (HR)manager and has an overview of several 
teams working at the police force. When other respondents (i.e., team members or team leaders) are 
interviewed, the subject or phrasing of some questions were adjusted, however never changed in meaning.  



APPENDICES   231 

 

 

 
Topic 3: The implementation of performance management at the Belgian Police  

These questions are related to the practical implementation of performance management at the Belgian 
Police. Try to think of the actual situation in which teams are working at your police force when answering 
these questions. 
 

1) Do you notice a different attitude towards performance management between teams?  
a. Can you give an example? 
b. How do you think this difference can be explained? 

2) Do you notice that the performance management system of the Belgian Police is applied differently 
between teams?  

a. Example? 
b. How do you think these differences can be explained? 

3) Do you notice a difference in how clear the system is between teams?  
a. How do you notice this difference? 
b. How do you think this difference can be explained? 

4) How important do you consider the role of the supervisor in the implementation of performance 
management?  

a. To which extent does a supervisor affects differences in perceptions about performance 
management?  

b. Example?  
c. How do you experience the role of the team leader during the implementation of 

performance management?  
 
[end recording] 
 
Conclusion 

Thanking for cooperation 
Guarantee anonymity 
When interested, send report : YES/NO 
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7.4.2. Measurements of Performance Management Features and Team Effectiveness in chapter 5 
Vertical alignment  
Scale adopted from Fletcher and Williams (1996). Response scale: 1 = totally disagree; 2 = disagree; 3 = 
slightly disagree; 4 = neither agree nor disagree; 5 = slightly agree; 6 = agree; 7 = totally agree (team-level α 
= 0.95) 
1 The members of my team have a clear idea of what team objectives consist of. 
2 I am aware of the future objectives and plans of [name police department].  
3 My team has clear expectations of what should be done. 

Constructive Feedback  
Scale developed by Rosen et al. (2006). Response scale: 1 = totally disagree; 2 = disagree; 3 = slightly disagree; 
4 = neither agree nor disagree; 5 = slightly agree; 6 = agree; 7 = totally agree (team-level α = 0.91) 
1 My supervisor is supportive when giving me feedback about my job performance. 
2 When my supervisor gives me performance feedback, he or she is considerate of my feelings. 
3 My supervisor is tactful when giving performance feedback. 
4 My supervisor does not treat people very well when providing performance feedback. (R) 

Performance management consistency  
Scale adopted from Decramer et al. (2013) Response scale: 1 = totally disagree; 2 = disagree; 3 = slightly 
disagree; 4 = neither agree nor disagree; 5 = slightly agree; 6 = agree; 7 = totally agree (team-level α = 0.91) 
1 The aspects that are determined during the planning stage are the same as the aspects that I should 

account for during my formal evaluation. 
2 There is a link between my monitoring and my formal evaluation. 
3 The goals that are set, the monitoring and my evaluation are aligned to each other. 

Performance management two-way communication  
Scale developed by Tang and Sarsfield-Baldwin (1996). Response scale: 1 = never; 2 = very rarely; 3 = rarely; 4 
= sometimes; 5 = regularly; 6 = very regularly; 7 = always (team-level α = 0.86) 
1 How often are you given the opportunity to express your feelings when your performance is evaluated?  
2 How often is the progress toward your previously set goals from appraisal meetings reviewed by your 

supervisor with you? 
3 How often does your supervisor guides you to improve your performance? 
4 How often does your supervisor ask for your opinion during the appraisal process?  
5 How often does your supervisor discuss the results of your performance evaluation with you?  
6 How often does the performance appraisal process at your organization result in specifications of new 

goals? 

Team effectiveness 
Scale adopted from Sparrowe et al. (2001). Response scale: 1 = very poor; 2 = poor; rather poor; 4 = neutral; 5 = 
rather good; 6 = good; 7 = excellent (team-level α = 0.87) 
1 Rate your team on the following aspect … the quality of my team’s work. 
2 Rate your team on the following aspect … the quantity of my team’s work. 
3 Rate your team on the following aspect … the efficiency of my team. 
4 Rate your team on the following aspect … the flexibility of my team when unexpected events occur. 
5 Rate your team on the following aspect … the overall performance of my team. 



 

 
 

 


