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PREFACE

Flexibility has become the common characteristic of high-perform-
ance firms under current complex and dynamic business environment.
This study combines flexibility with the firm”s human resource sys-
tem., and explores the formation, nature and function of buman re-
source flexibility in the context of strategic human resource manage-
ment. The following sections are included. First, the author defines
the concept of human resource flexihility after analyzing its components
and dimensions, Then, this concept is operationalized and the corre-
sponding scale is developed. As the last section, this concept is used to
explore the “black box” in strategic human resource management re-
search, and the relationships among the human resource practices, hu-
man resource flexibility, and firm performance are hypotbesized theo-
retically and tested empirically. The following are main content and
conclusions in this dissertation.

(1) Defining human resource flexibility.

The author overviews the development and application of flexibil-
ity thought in the functional and sub-system levels including strategy,
manufacturing, finance etc. , as well as the level of overall enterprise,
Then, seven common characteristics of flexibility thougbt are summa-
rized, and combined with the firm’s human resource system. The con-
cept of human resource flexibility is defined as “a capability of firm’s
human resource system reflecting its number of useful skills, the
breadth of beneficial behavioral scripts, and the extent to which the
necessary human resource practices to maximize these skills and scripts

can be identified, developed and deployed in a timely manner”. This
5
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definition divides the concept of human resource flexihility into three
compoenents as skill flexibility, behavioral flexihility, and human re-
source practice flexibility, and overcomes the inconsistency in previous
studies hy including the overall human resource system,

(2> Measuring human resource flexibility.

According to the above definition, the author surnmarizes the
measurable attrihutes of skill flexibility, behavioral flexibility and hu-
man rescurce practice flexibility. Identification of these attributes pro-
vides a sound foundation for measuring them. After selecting measur-
ing categories, indicators, scale types and variation range, the author
develops the pre-test questionnaire and through which the data is col-
lected. Exploratory Factor Analysis (EFA) method is used primarily
to determine which dimension should each indicator should represent,
then, Confirmatory Factory Analysis (CFA) method is used to remove
the inappropriate indicators out of the questionnaire. This process in-
cluding both EFA and CFA is called cross-validation. by which three
scales measuring skill flexibility, behavioral flexibility and practice
flexibility respectively are developed. A re-test procedure is also per-
formed to test the reliability, wvalidity (ineluding convergent wvalidity,
diseriminant validity) and skewness of these three scales, a LLISREL
model is used to verify the relationships among skill flexibility, behav-
toral flexibility and practice flexibility, and the result shows a substan-
tial support for the predicative validity of these three scales,

(3) Human resource flexibility in strategic human resource manage-
ment research

Linking the human resource practices to firm performance is the
contemporary focus of strategic human resource management research.
The author introduces human resource flexibility into this field, and try
to test three causal hypotheses after a review of relating Iiterature'. (a)

human resource practices have impact on human resource flexibility;
6



PREFACE

(b) human resource flexibility has impact on {irm performance; (3)
human resource practices have impact on firm performance. A longitu-
dinal study is designed to test these three hypotheses, and the data is
collected using both questionnaire survey and secondhand data gather-
ing under the context of a stock company. The reliability and validity
of the collected data are test and the indicators on strategic business u-
nit (SBU) level are aggregated.

Then, the author penetrate into the causal relationships among
human resource practices, human resource flexibility and firm perform-
ance uses path analysis method on SBU level. The empirical results
support four conclusions: (a) keeping consistent with conclusions of
most of the previous research, we find that human resource practices
have direct impact on firm performance, and provide new empirical evi-
dence to the strategic human resource management research; {b) hu-
man resource flexibility have direct impact on firm performance, and
this causal link is independent on other factors such as the human re-
source practices adopted etc, Considering that human resource has the
required four YRIO characteristics of kev resource, we can take it as a
key resource that leading to competitive advantage and high perform-
ance. This conclusion has broaden the knowledge about the resource-
hased view of the firm, and provides it with a new perspective; (c) bu-
man rescurce practices bave direct impact on human rescurce flexibil-
ity, it means tbat by appropriate practices, organization can enhance
tbe number of useful skills that employees own, broaden the beneficial
behavioral scripts they behave. and reconfigure and deploy these skills
and hehaviors in a timely manner; (d) human resource flexibility plays
a role as mediating variable in the mechanism of human resource prac-
tices influencing firm performance. Considering that human resource
can be looked as an organizational capability, our research is consistent

the mainstream of strategic human resource management., and provides
7
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a new perspective for exploring the “black box” issue.

This dissertation focus en human resource flexibility under a con-
sistent framework, studies its definition, measurement, and the role in
strategic human resource management. Three innovations are achieved
as following.

(1) providing a comprehensive definition and sound scale for human
resource flexibility

Although flexibility thought has get substantial progress in anoth-
er functional {ields including strategy. manufacturing etc, , the knowl-
edge about human resource flexibility is relatively insufficient. This
dissertation define human resource flexibility as “a capability of firm’s
human resource system reflecting its number of useful skills, the
breadtb of beneficial behavioral scripts, and the extent to which tbe
necessary human resource practices to maximize these skills and scripts
can be identified, developed and deployed in a titnely manner” after a
review of relating literaturc on flexibility. This definition includes all
three components of a firm”’s human resource system, and divides it in-
to skill flexibility, behavioral flexibility and practice flexibility, suc-
cessfully overcomes the shortcoming of previous studies.

According to the definition, this dissertation following the princi-
pals and procedures of measuring intangible concept, operationalizes
the concept of human resource {lexibility and develops scales measuring
skill flexibility, behavioral flexibility and practice flexibility respective-
ly. These three scales show substantial reliability, convergent validity,
discriminant validity, skewness and predictive validity in re-test proce-
dure, and provide reliable and valid measurement instrument for fur-
ther studies on human resource flexibility from quantitative perspec-
tive,

(2) taking human resource flexibility as a key resource

The resource-basc view of tbe firm has been adopted to explain



PREFACE

competitive advantage and performance widely from the last decade,
This dissertation shows that human resource flexibility is such a key
resource empirically,. We have find human resource flexibility have di-
rect impact on firm performance, and this causal relationship is inde-
pendent of other factors, considering that human resource flexihility
have VRIQO characteristics, our research have broaden the knowledge
about resource-based view of the firm, and provides it with a new per-
spective.

(3) taking human resource as a mediating variable in the mechanism
of human resource practices influencing firm performance

Using path analysis methed, this dissertation shows empirically
that human resource flexibility have significant mediating role in the
mechanism of human resource practices influencing firm performance.
Our research has provided a new feasihle way of exploring the “black
box” in the strategic human resource management research. Also con-
sidering that human resource flexibility can be taken as an organization-
al capability, our research is consistent with the contemporary main-
stream of strategic human rescurce management research, and enriches
the knowledge of this research field from both thecretical and empirical

perspectives.



W ADHBEBILIIRETIBN  .oooieeeeeeeeieneinnes 1
1.1 Ay BTG ETHEER  ~-reoverrrrorromerssvesarneesieniannneieonenans 1
1.1.1 BB HRaseis e 1
1.1.2 FHBEHEESEABHE e 2
1.2 BRPEERABEIIGED ereeeeeresreresomsresromarnnseansesesenneneransces 5
1.2.1 AFEBEBHHATEIR - revereriramntorriiaiienenan 5
1.2.2 MRESASIEFIRAFBHENEL  -oveovrerrnrenreorromrinmniiaeeniann 9
1.2.3 A DHRER S ATTHERNE ---oreerremerres 13
1.3 AR FHEMEFN G B P coveemeerr i e s i5
1.3, 1 BEAAHEHR v e 15
1.3.2 B cerrertr i 18
oW B RHEBETANDITEWEMLE 20
2 =1 20
2.2 FPEEARRIETRFGED oot 21
2.2.1 ERBEIEME +voceeveirrrrii e e 21
R A B 3 O e 23
2.2.3 HHZIFEPE veoerreeriiie s 27
2.2.4 TG PE vt e 31
2.2.5 FEEYTEME e 32
2.2.6 MITEIRAE worrrrrrrrarrarariareierie et 34
2.2.7 AERFEETEFE «rorvvrrrrrarrrirair it 36
2.2.8 JBERIEME ooovcrerrrerararit e 39
2.2.9 BEIHIEME ovvvrererremntiii e e 41



FHANKRER

2.2.10 TEARFFETEME  cceverrrrriiiiiiiiii i 44
2.2.11 HHREBEGTPE v 46
2.2.12 GEEBLFEYE v e 48
2.2.13 AP HEERIEME e 51
2.3 FEHEBLEAVERIE vt i s e re e e 54
A T - 1 o 1 B A PN 55
2.3.2 ZEPEBUHERE « vrrrrriiiiii et 60
2.3.3 SRS et i 62
2.3.4 EMHISEPETFARE oo 64
2.4 A HYFUETEME vvoreverenrrns et ireirae s et r e 66
2.4.1 Aﬁﬁﬁﬁﬁ ................................................... 66
2.4,2 AFEIEMEAIEEE oo vvermrrnnrme e e 68
2.4.3 A FYRIETMEQQUERE oovvvevrvrrrmnrmneiaineenerererineans 70
2.4.4 FEBETEHE ccviiie e e 71
PAE NI =3 ST o OO UUUUR OO 73
2.4.6 A HTUSIRSZERTEME c-ovvovrrerrernreriii i eaeee s 74
2.5 FETHIEHEZERA voorrrenrrrerrarniorei et riiaaartiaeenn e aaa 76
2.5.1 IBMASHEBIEHEBIED IR corevrrmrrrrrrmnsermnninirasnaineeneenss 76
2.5.2 RHBBERFELSRREETHEER - rrreeees 78

p T~ = 1 PP 81
WEW A DRGSR o 83
T T 83
3.2 Aﬁ%ﬁiﬁ%ﬁﬁfﬁ ............................................. 84
3.2.1 AJHUIBHRHE --ovovevrrreremrnrrrrereriiriaiaiie e 85
3.2.2 PUERBIR et i, 86
3.2.3 HASEFEER -v-rrerereiini i e 88
3.2.4 BEEIET oo e 89
3.2.5 ARBEFEEE cvovverrerrrnresetiiiiitet e ataaraaan it raieanas 90
3.2.6 FEREIMER - crrrrrririi it 9]



3.3 FHRIEE SEHEAER v orrrrrtrmreresrrrrriii i a1
3.3.1 [RJFBETEBE --orcrerrvrrre it e s 91
3.3.2 SRERBEEAPER el 92
R T T 1 = 172 o | - P 93
3.3.4 B e 93
Bu3.5  BE cererreee e e e 95
3.3.6 AR ccreerern i s s e s e 08

3.4 FREMEERBEGHT v e 98
T 8 1= i S 100
3.4.2 FERTEHE et 101
3.4.3 AABEFSCRETENE «ccorrrrrrriiiiiriiiiiiieeiai 102

3.5 GBEUFPEREIFEAFHT  coerrrrrrereeee e 104
3.5.1 FEHEETEME e s 104
3.5.2 FTHETEME e e 108
3.5.3 AFEIEEBETEME oo, 110

3.6 BFFEREE oo e 112
36,1 BIIEAREE e 113
B.6.3 BEFBEEE ccccrreiiceni i e e, 114
3.6.3 ANBHRREREN BREREM ST AEEZME

e 118

3.7  ZSEIIINEE  ceerrreenrtnnrietni et ea e ans 118

FEE AR ARSI ... 120

L T -4 120

4.2 RAPERBL  cccrierer i e e 121
.21 JESGOX N RIABRGE R EGRL oo eeereeereneceeens 124
4.2,2 GEBGEBRIGTEREREL rorervrrrrrtiriiiiiiiiiiiaaaa, 125
4.2.3 G ATEFFIE  crvereorerernmirerrrniiiiniie e 126
£.2.4 RIS ST VEEA RIS RV GAL coeoeeeneeens 129



TN EEH

4,3 AN EEESRAERL -, 131
O T - =23 5 - - U PO P 132

4, 3.2 %ﬁgﬂ]ﬁg\i ...................................................... 134

O 4.3.3 BERCHEBIVBIBEER e 138
4.4 FHAEN ANEELBREVA LSRG DR e 138
4.4.17 ANBETHES FRELIEES oo 138
4.4.2 ANBBEERBEAIBEBRETIE e 139
4.4.3 ADBETEZHEIGTEAGERL v 140
T ] R~ 142
AW SHCERITREGIMIBICAAT oo, 143
oS = = N 143
I A 3 o = 7 A B 144
5.3 ;{rfﬂr”ﬁ‘]gﬁgggfg—@ ................................................ 145
5.4 %{ﬁ[&% ............................................................ 147
5.4.1 AFTEECEREBEEER ---coccorcrrrrrrriiaiaiiiiien. 147

5 4.2 AH ﬁaﬁi»&ﬁ%ﬁ]ﬁ .................................... 146
5.4.3 BRBEEEHE oo 150
5.5 BIBIGES BB ot e 151
551 {gg@% ...................................................... 151
5.5, 2 ﬁg;{ﬁ% ...................................................... 152
5.5.3 B IE D et 156

G, 6 AR/ NEE i e e 158
S S B CRCOF =g 159
5,1 gr‘g .................................................................. 1509
6,2 ﬁﬁjﬁﬂ;ﬁ]ﬁ% ................................................... 160
6.3 ﬁﬂf%%?ﬁ]éﬁ'pﬁ ................................................... 163
T R - 1 N -~ 166



