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Abstract: The basic assumption in Human resource management is that people remain significant to the attainment of
performance that an organisation desires. To achieve performance, it is requisite to invest in the competencies of individuals
working in the organisation. The investment entails mobilising the necessary interventions to enhance the competencies of
organisational workforce towards achieving organisational performance. While efforts have been concentrated on the studies of
interventions for enhancing the skill and knowledge which constitute an aspect of individual competency, the other areas of
competency as described by competence iceberg model has been largely unattended to. Therefore, this study presents the
review of theoretical and empirical literature of the various interventions for enhancing the competencies of employees and
organisational performance. Based on the reviewed theoretical and empirical literature, the study proposes a conceptual model
that advances knowledge on what constitutes employee’s competencies and organisational performance, and their relationship,

especially in the field of Human resource management.
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1. Introduction

In today’s competitive global and dynamic market
environment, sustainable competitive advantage remains
what a firm needs to outwit its competitors [1]. Organisations
are intensifying efforts to ensure that competitive advantage
is achieved by building capacities that are valuable, rare,
inimitable, and difficult to be substituted. As remarked in
literature, creating unique goods and services, providing
incessant capital flow and developing modern technologies
are unavoidable conditions determining the market entry of a
firm today [1], however, technologies and capital have been
considered as imitable, not rare, and have become
commodities available to be acquired at the market prices [2],
therefore, the search for competitive advantage beckons on
developing organisational capacities in terms of enhancing
competencies of workforce. Many organisations have come
to realise that the competences of workforce remain a key
factor and important capability for obtaining competitive
advantage [3]. The organisational workforce constitutes

human capital element that represents people in the
organization; the combined intelligence, skills and expertise
that offer the organization its unique character. The human
elements are regarded as the valuable assets worthy of
investment to deliver the success that an organisation desires
[4]. In order to obtain and retain human capital elements for
achieving competitive advantage and performance, a pivotal
attention needs to be accentuated to the enhancement of
competences of people working in the organisation.
Competence is a concept that is sometimes synonymously
used as the word ’skill’, however, scholars have provided
further and elaborate explanation of the concept. Competence
refers to as underlying attributes of a person in terms of
motive, trait, skill, aspect of one’s image, social role, or a
body of knowledge which he or she offers for use [5].
Competence can also be explained as a bundle of affiliated
skills, knowledge and attitude that has effect on significant
part of one’s job, a correlation with performance on the job,
is measurable against acceptable standards, and that can be
subject to improvement through training and development
[6]. Competence, in a broader view, refers to as a
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combination of implied, individual and collective knowledge,
capacity behaviour and skills that result in effectiveness,
efficiency and superior performance [7]. Competence,
therefore, is a true applied knowledge and utilised capacity of
an individual or an organisation.

The distinctive characteristic of HRM rests on the
assumption that performance is attained through human
elements in an organisation [8], and the key to attain
sustainable advantage hinges on the ability and knowledge
utilisation of workforce [1]. Since people are indispensable to
the success of an entity, it is imperative for organisation to
invest in building the competencies of its workforce for the
purpose of achieving sustainable advantage. Many
organisations claimed nowadays to be accommodating soft
HRM practices and policies but the fact remains that they
have these practices and policies notionally, or may be in a
dysfunctional and demoralised condition [9]. Even in
organisations that claimed to be practicing good HRM
practices, the perception of fairness of these practices will
determine important employee attitudinal and behavioural
outcomes. It is assumed that when an organisation invests in
interventions or practices aimed at enhancing the
competencies of its workforce, the proximal effect will be
positive attitudinal outcomes which, in turn, lead to
organisational performance.

In most Human resource management literature, major
attention has been focussed on the link between HRM
practices and performance at the expense of HRM
interventions that can be used to enhance competencies of
employees so as to drive organisational performance.
Therefore, this study seeks to advance a research agenda on
competence-enhancing  interventions and performance
relationship via a review of theories and extant literature in
the field of Human Resource Management.

1.1. Statement of the Problem

The key assumption in Human resource management rests
on the premise that performance can be achieved via people
in the organisation [8]. This assumption has been the major
focus of studies in human resource management literature,
and among scholars and researchers. In an attempt to
comprehend the link between human resource and
organisational performance, empirical studies covering
human resource practices have been investigated. Human
resource practices have been elucidated as those activities
that are performance-enhancing in nature, and also bundle of
activities to improve performance outcomes [10, 11]. HRM
practices can be explained as bundles or systems of human
resource policies and practices that influence firm
performance [12], and set of employment practices that are
aimed at gaining the commitment of employees [13]. A
growing body of studies in Human resource management
pointed to a common direction that these practices have the
potentials to enhance the skills, knowledge and experience of
organisational workforce towards attaining the predetermined
organisational goals. If these practices are put in place to
enhance skills, knowledge and experience, thercfore, the

focus then is meant to enhance a single aspect of employees’
competencies, and this has accounted for the erroneous
definition of competence as the skills or knowledge that
employees possess to execute the jobs they are engaged to do
in the organisation.

A competency is defined as underlying attributes of a
person that could be trait, skill, aspect of one’s image, social
role, or a body of knowledge that he or she makes use of [7].
In the similar vein, competence refers to as a bundle of skills,
knowledge, and attributes that affects the job a person does
[1]. The competency iceberg model is an important model for
explaining what constitutes competencies of individuals in an
organisation. The iceberg competency model presents human
structure of competency in form of iceberg. This model
divides competence into two parts: the upside water surface
competence and the below water surface competence. The
components comprising the upside water surface competence
include skills and knowledge (know-how). The competences
at the upside water surface can be observed and measured
and they are instrumental to the performance of job in an
organisation. The below water surface components of the
iceberg competency model include value, self-image,
character/personality,  self-force/social motivation and
amongst others. These components, as specified in the
Iceberg model, are the hidden and the most neglected
competencies possessed by individuals in an organisation.
The components below the water surface of the iceberg
competency model are the distinctive characteristics of
individuals or employees within the organisations that will
lead to superior performance.

The Iceberg competency model constitutes a context for
understanding  individual = competencies  within  the
organisations. Drawing from the iceberg model and
definitions put forth by scholars, competence means more
than the skills and the knowledge that people possess in in
organisation. It encompasses unseen characteristics or
attributes that drive people to attain superior organisational
performance. Researchers and scholars have therefore only
addressed the observed and measured aspect of individual
competencies at the expense of other distinguishing attributes
that lead to superior performance. Asides the limited
explanation of the term competence, researchers and scholars
have concentrated major efforts on macro level analysis with
the aim of finding the link between interventions or practices
for enhancing employees’ competencies and organisational
performance [14-16]. Competence-enhancing interventions
are largely meant to improve the efficiency and effectiveness
of an organisational workforce so as to obtain competitive
advantage which will, in turn, lead to performance. It is
therefore significant to measure the effectiveness of these
interventions using people who are direct and potential
beneficiaries as a unit of analysis. The understanding of
competence-enhancing interventions at the level of
organisation workforce will enable researchers and scholars
to find out whether organisations are having these practices
notionally or in a demoralised and dysfunctional condition.

In Human resource management literature, lack of
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appropriate and non-use of theories has limited the
understanding of employment practices that can enhance
organisational performance. There is, therefore, a need to
develop and continue use of theories to foster the
understanding of the link between HRM practices and
organisational performance [8]. Apart from the dearth of
theories for linking interventions for enhancing employees’
competencies and performance, efforts on the part of scholars
have not been really channelled to investigate the perceived
overall fairness of these interventions by people working in
the organisation. Therefore, the justice perception of these
interventions becomes an issue that needs to be examined so
as to understand competence-enhancing interventions and
performance link.

1.2. Objectives of the Study

This study seeks to address three main objectives: (i) to
review the theoretical and empirical literature on the
constructs of competence-enhancing interventions and
organisational performance, (ii) to identify the emerging
theoretical and empirical gaps that form the basis for future
research, and, (iii) to finally propose a theoretical model for
responding to the identified gaps.

2. Review of Relevant Theories

In order to respond to the objectives of this study, there is
need to review some theories that have been mobilised by
scholars and researchers in Human resource management
literature. This review will help in mobilising appropriate
theories to model the constructs of competence-enhancing
interventions and performance link. Some of the theories
underpinning the HRM practices and performance link to be
examined in this study include: Resource-Based View
(RBV), AMO theory, Social Exchange theory, Affective
Event theory, and Contingency theory.

2.1. Resource-Based View Theory

Resource-Based View (RBV) is an approach that emerged
in 1980 to 1990 which is traceable to the major published
works such as the Resource-Based view of the firm by
Wernerfelt, the Core competency of the Corporation by
Prahalad and Hamel, and Firm Resources and Sustained
Competitive Advantage by Barney. Resource-Based View is
an approach that explains that sustainable competitive
advantage can be obtained provided a firm engages in
development of resources and capacities that remain
valuable, rare, inimitable, and not substitutable. The
proponents of this view argue that organisations should
analyse their internal environment to find out the sources of
competitive advantage instead of expending much time in x-
raying competitive environmental forces. This theory was
formalised by Barney in 1991. Organisational resources can
be classified into three major areas: physical capital
resources, human capital resources, and organisational capital
resources. Physical capital resources available for firm

include physical technology, plant and equipment,
geographic location, and raw materials accessibility [17]. The
human capital resources include competences of individual
managers and workers in a firm. The organisational capital
resources include a firm’s formal reporting structure, its
formal and informal management systems, and, as well as
informal relation among groups within a firm, between a firm
and those in its environment.

These are the resources that enable a firm to design and
execute a value-creating strategy. Sustainable competitive
advantage is achieved when a firm implements a strategy not
simultaneously being implemented by current or potential
competitors [17]. The argument in this theory is that an
organisation would eliminate uncertainties and remain
competitive advantaged in the external environment if it is
able to build internal capacities and potentials which are
valuable, rare, inimitable, and have no substitute. Although,
Barney argues that not all the resources possessed by
organisation will help in conceiving and implementing
strategy for occasioning efficiency and effectiveness, the
resources that are considered valuable, rare, inimitable, and
not substitutable will help an organisation to obtain sustained
competitive advantage. Such resources, according to Barney,
will help organisations to design and apply strategy that will
enhance efficiency and effectiveness better than the
competitors in the market.

In Human resource management literature, the resource-
based view theory has been extensively mobilised to explain
the nexus between HRM practices and organisational
performance. In the review of Human resource management
literature, Resource-Based View (RBV) remains one of the
theories that have been extensively used to ground the HRM
practices and organisational outcomes link [2]. The
usefulness of this theory to HRM is that it provides a ground
for understanding the importance of people as a relevant
resource to the success of an organisation. Since people
remain an invaluable asset and important resource that
embraces the features of rareness, inimitability, and non-
substitutability, an organisation can, therefore, invest in
competences and capacities enhancement of its workforce so
as to obtain sustainable competitive advantage. Resource-
Based View theory is relevant to this study because of its
connectivity with HRM interventions and performance
relationship. The mobilisation of RBV theory in this study
will be to model the proposition that states performance can
be obtained if an organisation invests in interventions meant
to enhance the competencies of its workforce.

2.2. AMO Theory

Another important theory that has been extensively
mobilised for conceptualising interventions for enhancing
human resource competencies is AMO framework. According
to AMO framework, effective discretionary effort is a function
of employees’ abilities, motivation and opportunity to
participate. Employees will perform well when they have the
capacity to do so (i.e. abilities), motivation to do so (i.e.
incentives), and, opportunities to do so (i.e. opportunity to
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participate). The conceptualisation of high performance work
systems using AMO framework provides a theoretical
framework or ground for other Human resource management
researchers to operationalise the practices that will enhance
competencies of people working in an organisation. According
to [18], human resource practices influence performance
through their impact on employees AMO to participate. AMO
framework, since it was developed to conceptualise high
performance work practices by [18], has become a veritable
theoretical framework for many HRM scholars to ground the
link between human resource practices and organisational
effectiveness. The ‘people performance model’ is a product of
AMO framework that explains employee AMO to participate
in the organisation will occasion proximal attitudinal outcomes
such as commitment, motivation, and job satisfaction, which in
turn, leads to discretionary behaviour that will generate
performance outcomes [19]. AMO framework has been
mobilised to decompose HRM interventions into three
dimensional areas such as ability, motivation and opportunity-
enhancing practices, and evidence from empirical has shown
positive correlation of these dimensions with both employees
and organisational outcomes performance [20-23].

In this study, the AMO theory will be mobilised to
decompose the composite construct of competence-
enhancing interventions into ability, motivation, and
opportunity-enhancing interventions, and construct of
organisational performance and the relationship between
them. Drawing from AMO theory, it is assumed that
investment in interventions for enhancing the competencies
of employees in the organisation will generate effective
discretionary efforts that will pave way for both positive
employees and organisational outcomes.

2.3. Affective Event Theory

The Affective Event Theory (AET), was developed by
Weiss and Cropanzano in 1996. The theory was designed to
explain the causes and results of affective of experiences at
work. According to this theory, workers’ feelings and
emotions at workplace largely determine work-related
outcomes. The theory suggests that certain events in
workplace are as a result of work environment features.
These events, according to Weiss and Cropanzano, stimulate
different affective reactions, which, in turn, influence
employees’ attitudes and behaviours.

The Affective Event Theory, though does not state the
work environment features or work events that stimulate
different affective reactions, literature has provided some
clues that human resource practices have a positive
relationship link with affective reaction [24]. HRM practices
such as achievement, recognition, advance/growth, and
feedback are the most common events to which employees
attribute positive affective reactions [25]. In the study of
Wegge, et al., (2006), employee perception of organisational
practices and policies such as opportunity for participation,
supervisory support, and concern for welfare, are positively
related to positive affective reactions [26]. High performance
human resource practices, as a bundle of interventions, are

events that are used to communicate important organisational
values, signal to employees that they are pivotal members
whose relationship is long-term valued, and have a
propensity to advance positive affective responses [24].
Human resource interventions may likely be accounted as
events within the work environments that may create a
discretionary effort or behaviours which, in turn, lead to
organisational performance.

Affective Event Theory is relevant to this study because
competence-enhancing interventions will be modelled as
events that will influence positive experience, which in turn,
occasion positive attitudinal outcomes in the organisation. It
is assumed that if employees perceived that the organisation
is interested in investment to improve their competences,
they may likely be motivated and assumed positive behaviour
and this may lead to organisational performance.

2.4. Social Exchange Theory

The Social exchange theory has a root traced to both
sociology and social psychology. The key contributors to this
theory include the likes of George Homans, John Thibaut,
Harold Kelley, and Peter Blau (1958-1974). The social
exchange theory was more formalised by scholar like
Emerson in 1976. Social exchange theory advances
understanding of employer-employee relationship that social
behaviour emanates from an exchange process. The motive
of this exchange is the maximisation of benefits and
minimisation of costs. According to this theory, people
compare the potential benefits and risks of social
relationships. When the risks override the rewards, people
result to termination or abandonment of that relationship.
According to exchange theory, as people relate over time,
they experience the need to reciprocate the gestures of the
other persons. This is called the norm of reciprocity.

Social exchange theory can be used to explain important
relationship that exists between people and their
organisations. If employees perceive that their organisation
considers them as a valuable asset, they may likely
reciprocate this as a gesture towards assuming positive
behaviour within the organisation. In this study, the social
exchange theory will be mobilised to model the constructs of
competence-enhancing interventions and organisational
performance and their relationship.

2.5. Contingency Theory

The contingency theory scholars argue that better
organisational performance will be achieved if there is a fit
between HRM strategy and business strategy [27-28], 7).
Scholars using contingency approach to model Human
resource practices and performance fit have continued to
argue that Human resource strategy would be more
productive only when rightly combined with a specific
organisational and environmental context [29]. Using
contingency theory, organisations that closely coordinate
their business strategies and Human resource management
strategies achieve Dbetter performance outcomes in
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comparison to organisations that do not [30]. Contingency
theory has a connection with performance and therefore
becomes relevant in this study. It is assumed that bundles of
complementary HRM interventions and organisational
strategies fit will enhance employee competences which, in
turn, occasion organisational performance.

3. Review of Literature

This section covers the review of the concept of
competence as it relates to individuals working in
organisation and some scholarly works on the constructs of
competence-enhancing interventions and performance link.
This review becomes significant for it addresses the
constructs of this study and beams a light on the objectives
that this paper seeks to achieve.

3.1. Competence as a Concept

The term competence is a concept that is being
synonymously used as ‘skill” in a confusing way. But literature
has provided some definitions that delineate the term from the
word ‘skill’. In Human resource management literature, the
major focus is on individual competencies and how these
competencies can be improved so as to attain organisational
performance. According to McClelland (1973), competence
refers to as a trait that characterises a person which is related to
superior performance, and exhibition of particular talents and
practices, and also application of knowledge required to
perform a job [31]. In the similar vein, competencies is
explained as underlying attributes of a person that could be
trait, skill, aspect of one’s image, social role, or a body of
knowledge that he or she makes use of [7]. Furthermore,
competence can be described as a bundle of skills, knowledge,
and attributes that affects the job a person does [1]. It
(competence) is seen as a concept that has a correlation with
performance of the job, can be measured against a particular
standard, and, can be improved upon [1]. Competencies are
also viewed from the individual perspective in an organisation
and defined as a related set of attributes used or needed in
executing a job [32].

The common ground in these definitions is that
competencies are needed for improving and performing jobs
by employees or individuals within the organisation. This is
the perspective that Human resource management is
focussing in an organisation. Human resource management is
focussing on individual competencies and how these
competencies can be improved so as to obtain organisational
performance. Competencies have also been seen as the
attributes of an organisation as a whole. In strategic
management, competence encompasses all organisational
capabilities for achieving competitive advantages which also
includes skills and the abilities that employees are expected
to have or develop. Employee competencies, therefore,
remain as core competencies areas needed to be properly
evaluated for a firm to be competitively relevant in the
market. Asides the above definitions, an inclusive
explanation has also been offered by the various competency

models. Competency model refers to the list of competencies
that are obtained from the observable satisfactory or
exceptional employee performance of a particular job, which
can be used to categorised competencies for common use [1].
The two types of competency models to be analysed for
better understanding of individual competencies in an
organisation include: the iceberg competency model and the
general competency model of Boyaltzis.

The iceberg competency model presents human structure
of competency in form of iceberg. This model divides
competence into two parts: the upside water surface
competence and the below water surface competence. The
components of the upside water surface competence include
skills and knowledge (know-how). These components can be
observed and measured and they are instrumental for the
performance of job in an organisation. The below water
surface components of the iceberg competency model include
value, self-image, character/personality, self-force/social
motivation and others. These components are the hidden,
and, the most neglected competencies possess by individuals
in an organisation. These components below the water
surface of the iceberg model are the distinctive characteristics
of individuals or employees within the organisations that will
lead to superior performance. The iceberg model remains a
veritable context for understanding individual competencies
within the organisations

The other model necessary for understanding the concept
of competence is the model put forward by Boyaltzis in
1982. According to Boyaltizis, there is a competence that can
make managers to obtain achievement of some behaviour. In
his investigation of 20 organisations and 20,000 managers,
Boyaltziz came out with a general competence model with 21
competence features. The Boyaltzis’s 21 competence features
as cited in [30] include: correct self-appraisement,
generalities, notice close relation, emphasis result,
developing other person, judge ability, effective location,
logicality thought problem, group team management,
memory, objectivity, attitude positive, initiative, self-
confident, self-control, professional knowledge, sense of
responsibility, willpower with meet ability, express ability
orally, good at use the strength of the masses, and good at
utilised can use resources.

The models present a clear view that individual
competencies remain the aspect of the core competencies
needed for obtaining superior performance in an
organisation. Through these models, the importance of
people as a unique resource to obtain competitive advantage
has been emphasised. People are the ultimate creator of
quality products and services and not technology, work
processes or formal quality procedures. It is therefore
important for the management of an organisation to invest in
the development of the competencies of employees for the
purpose of obtaining competitive advantages.

3.2. Competence-Enhancing Interventions and
Performance

Competence-enhancing interventions refer to the practices
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that are considered essential for developing and enhancing
the competencies of employees for the efficient and effective
performance of the jobs they are employed to do in an
organisation. In the empirical studies in HRM literature,
staffing and training and development practices have been
identified as interventions for enhancing the employees’
competencies towards attaining desired organisational
outcomes [33-34], 14, 16).

Training and development are major practices that are
designed to improve the skills and knowledge of employees
so as to meet the demands of current jobs and also perform
future assignments. In the study of Farouk, et al., (2016), the
impact of Human resource management practices on
performance was investigated in the banking sector in UAE,
and training and development were identified as one of the
practices for enhancing the competencies of employees
working in the organisation [15]. The study concluded,
through its findings, that training and development practices
were positively related to performance. In the similar vein,
the relationship between Human resource practices, business
strategy and firm performance was investigated in steel
industries in Taiwan and training and development practices
were also found to be positively related to organisational
performance [34]. These empirical studies and many other
studies did not really specify training and development
interventions or techniques for enhancing employees’
competencies [12, 22, 35]. However, evidence from
empirical study of the effectiveness of training and
development on employees’ performance and organisational
competitiveness in some selected banks in Nigeria shows that
training and development practices such as mentoring,
coaching, job rotation, and apprentice are positively related
to performance [33].

In a study on the development of sales force competencies
and marketing performance, mentoring, project team staffing,
coaching, and skill training were identified as competence
development interventions for achieving marketing
performance [14]. The study concluded that there was a
significant relationship between these interventions and
marketing performance of industrial and domestic product
firms in Nigeria. In the similar vein, competence
development practices such as job rotation programmes,
mentoring and training were negatively related to turnover
intention among highly skilled IT professional members of
Canadian Information Processing Society [32]. In the study,
training was separated from mentoring and job rotation
programmes as the interventions for enhancing the
competencies of IT professional members of Canadian
Information processing Society. In another related study,
coaching and task variety have been investigated as practices
for enhancing the skills of employees in the organisation.
Drawing from AMO framework, the study of Boselie (2010)
concluded that coaching and task variety are part of skills-
enhancing practices and were significantly related to
organisational performance [20]. Job rotation has also been
investigated as intervention for enhancing the skills and
knowledge of workers in the organisation. Evidence from the

studies on the effects of job rotation on organisational
performance showed that job rotation remains a potent
practice for enhancing employees’ competencies and
significantly related to organisational performance [36-37].

In other empirical studies on the practices for enhancing
the workforce skills, staffing practices have been identified as
interventions for getting competent employees on board in
the organisation. In the empirical study of Obeidat, et al.,
(2016), staffing practices such as formal job analysis,
recruitment, and selection as HRM interventions showed a
significant relationship with organisational performance [22].
In the same vein, staffing processes such as rigorous
selection and recruitment procedures are necessary practices
that enable organisation to employ employees with the
requisite  skills, knowledge and abilities to function
efficiently and effectively in the performance of their jobs in
the organisation [38]. Staffing practices are consequential in
HRM process because it helps to get competent employees
on board who will respond quickly to other training and
developmental practices put in place to enhance workers’
competencies within the organisation.

3.3. Organisational Performance

There is no consensus conclusion among scholars in HRM
literature as to the definition of performance in an
organisation and this has led to the ambiguity in the
clarification and definition of performance measures.
Performance is seen as the driving force of every
organisation. It can be best comprehended based on its
measurement in an organisational setting. Performance refers
to the aggregate measure of the outcome or output of an
organisational activities and contribution towards its
stakeholders [39]. It can also be seen as the measure of
output of goods and services, which may be quantitative and
qualitative, measure of time, and a measure of financial
indicators [8]. Performance can also be measured in terms of
outcomes. Performance can be measured in terms of
outcomes such as organisational, financial, and market based
outcomes [2]. Organisational outcomes can be measured in
terms of productivity, quality and efficiency, financial
outcomes can be measured by indicators such as profit, sales
and ROI, and the market based outcomes can be measured by
indicator such as stock price [2].

In an attempt to find how performance is conceived,
scholars and researchers have used several indicators as
performance measures in many empirical studies. Adopting
quasi-perceptual measure, performance evaluation is based
on objective terms such as return on equity, sales growth, and
profitability [22]. In the study of Mariappanadar and Kramar,
(2014), performance is measured in terms of profitability and
absenteeism in an organisation [40]. Performance can also be
measured in an organisation in term of operational
performance [34]. The operational performance has four
main dimensions: product quality, production cost, product
delivery, and production flexibility = Organisational
performance using multiple variables such as sales growth,
profitability, goal achievement, and good services [41].
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The various performance indicators in the majority of the
studies in Human resource management were based on
outcomes at the organisational levels. These are the types of
outcomes classified as distal outcomes. The impact of HRM
interventions on distal outcomes is made possible through
more proximal outcomes [2]. These proximal outcomes are
referred to as human resource related outcomes. In the review
of literature on competence-enhancing interventions, the
emphasis on proximal outcomes is lacking, and, therefore,
there is need to find out how these interventions impact on
distal outcomes through proximal outcomes.

3.4. Issues Arising from the Empirical and Theoretical
Discussion

As noted in the earlier discussion in this study, the concept
of competence has been erroneously construed as ‘skill” by
many people. In order to have a deeper understanding of
what individual competence is, the competence iceberg
model has been the context that forms the basis of this study.
Drawing from this model, competency is not only limited to
skill and knowledge but it encompasses other unseen
attributes of people that will occasion superior performance.
The unseen aspects that make up attributes that influence
people behaviour towards achieving superior performance
include value, trait, self-image, character/personality, self-
force/social motivation. The attributes which are considered
hidden are largely the most neglected aspects of
competencies possess by individuals or people working in the
organisation.

A close scrutiny of the above reviewed literature shows
that that an anecdotal part of what constitutes competency
has been addressed by researchers and scholars. The
reviewed literature shows that efforts were devoted to skills
and knowledge enhancement on the part of people working
in the organisation. The reviewed studies dwelt much on
training and development and selection practices as
interventions for enhancing the skills and knowledge of
organisational workforce for achieving performance [14; 18;
33; 35; 38]. These studies have not really captured the other
aspects of competencies that can lead to superior
performance. Therefore, studies should be mounted to
identify various interventions necessary to enhance other
aspects that make up individual competencies in the
organisation. Efforts should be directed at investigating
interventions for enhancing employees’ motivation,
personality, values, self-image, traits and other attributes that
will influence or affect performance in an organisation.

Apart from the all-embracing interventions to capture
employees’ competencies, the unit of analysis as a basis of
investigation should also be addressed. The reviewed studies
investigated the practices for enhancing competencies at the
macro level in the organisation. The effectiveness of these
practices were analysed based on the views or opinions of
people at the managerial levels in the organisation [7; 14; 15;
32; 41]. In order to really comprehend what constitutes
individuals competencies, investigation should be addressed
to the micro level of the organisation. The people who are

working in the organisation are the direct beneficiaries of
these interventions or practices, therefore, it is pertinent to
inquire from them how effective are these practices or
interventions to the enhancement of their competencies.
Asides, the micro level analysis will provide more light on
whether organisations are having these practices or
interventions notionally or in demoralised and dysfunctional
conditions.

The theories reviewed in this study show that there is
connectivity between the constructs of HRM practices and
organisational performance. The theories provided a platform
for researchers and scholars, most especially in the field of
Human resource management, to understand how constructs
can be modeled. In the empirical literature reviewed, there is
lack of appropriate theories to model the constructs of
competence-enhancing interventions and organisational
performance. It is therefore important to mobilise relevant
theories to underpin the understanding of interventions for
enhancing competencies and its connection to organisational
performance.

4. The Call for Theoretical Framework

The reviewed theoretical, conceptual and empirical studies
have clearly brought out what makes up individual or
aggregate employee competencies in the organisations. There
is therefore the need to enhance these competencies through
the necessary HRM interventions so as attain superior
performance. However, the selection of HRM interventions
remains a controversial issue in the Human resource
literature. Out of the three perspectives to HRM practices-
universalistic, configurational, and contingency, none of
them has been identified as the best practices but emphasis
has accorded the use of complementary HRM interventions
that work in concert and reinforce common effects in
individuals for achieving performance. Furthermore, the plea
on the use of theory and theories in Human resource
management has been identified as a better way to
comprehend which HRM practices will impact on
organisational performance [8].

Based on the need for theories on HRM interventions,
performance, and the linkage between them, this study will
model the constructs of competence-enhancing interventions
and performance, and the linkage between them using
existing relevant theories. This study proceeds to suggest a
conceptual model or framework for guiding future research
studies in the field of Human resource management.

4.1. The Proposed Conceptual Framework

In line with the argument preceding this section, this study
proposes the following conceptual framework. The proposed
framework consists of four constructs: independent,
dependent, intervening, and moderating constructs. The
independent construct is a composite variable that is
operataionalised into three latent variables using AMO
theory: ability, motivation, and opportunity-enhancing
interventions. The dependent variable is operationalized as
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organisational performance which is to be measured as
flexibility, efficiency, and operational quality. The
relationship between the independent and dependent
constructs will be mediated by employee commitment, and
the strength of the independent variable on the dependent
variable will be moderated by the construct of organisational

justice. The proposed framework will provide understanding
for future empirical research on how competence-enhancing
interventions will create discretionary efforts on the part of
individuals at workplace and how the efforts will lead to
performance outcomes in the field of Human resource
management. The study then discusses the linkages.
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Figure 1. A theoretical model linking the constructs of competence-enhancing interventions and organisational performance.

4.2. Competence-Enhancing Interventions

As ecarlier discussed in the reviewed literature, employee
competence entails not only skill and knowledge but also
attributes that are essential for the performance of jobs or
tasks people are employed to do in an organisation [5]. These
attributes that make up employees’ competencies include
trait, values, character/personality, motivation, self- image,
and they are considered significant for achieving superior
performance. The composite construct of competence-
enhancing interventions in the proposed framework is
operationalized into three dimensional ways using AMO
theory. The first dimension caters for the interventions that
are considered as ability enhancing, the second dimension
covers interventions for enhancing motivation of people
working in the organisation, and the third dimension
embraces interventions that enhance opportunity for people
to participate in the activities or affairs of the organisation.
The three dimensions are operationalized as follows:

Ability-enhancing Interventions: The ability-enhancing
interventions as operationalised in the model entail the
practices that are considered salient in improving the skills

and knowledge of employees at workplace towards attaining
organisational performance. Drawing from Resource-Based
View that sustainable competitive advantage can be achieved
by developing resources that are valuable, rare, inimitable
and non-substitutable; then, organisation can invest in
interventions for building the skills and knowledge of its
employees so as to obtain sustainable competitive advantage.
As argued in the literature, sustainable competitive advantage
remains a significant factor for achieving success in today’s
global competitive environment. Therefore, human resource
remains as key to the attainment the success that an
organisation desires. In the light of this explanation, this
study therefore proposes that:

Proposition 1: The ability-enhancing interventions will be
having a direct relationship with organisational performance

Motivation-enhancing Interventions: It is important to
enhance the ability of employees by investing in their skills and
knowledge but without adequate motivation the enhancement
exercise remains an effort in futility. Motivation-enhancing
interventions are practices that can drive employees to
adequately make efficient and effective use of the acquired skills
and knowledge. The construct is operationalized using AMO
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theory with the necessary practices or interventions that can
motivate or drive employees to assume discretionary behaviours
in an organisation. Drawing from Social Exchange theory, if
employees perceived that their organisations are interested in
investing in the necessary interventions to enhance their
competencies, they may likely to reciprocate by exhibiting
positive behaviour which in turn will lead to performance in the
organisation. Based on this explanation, the study proposes that:

Proposition 2. Motivation-enhancing interventions are
directly associated with organisational performance

Opportunity-enhancing Interventions: This construct is
operationalized as interventions that give room for
employees to participate in the decisions that affect them and
the entire organisation. If employees are involved in the
decision-making exercises that affect them in the
organisation, they may see themselves as significant to the
organisation and this may boost their self-images,
personalities, motivation, characters in a positive way which,
in turn, may lead to organisational performance. Drawing
from Affective Events theory, opportunity-enhancing
interventions may be seen as events that can create positive
affective mood among employees which in turn lead to
organisational effectiveness. In view of this explanation, the
study therefore proposes:

Proposition 3. There is a direct relationship between
opportunity-enhancing interventions and organisational
performance

4.3. Competence-Enhancing Intervention, Perceived
Overall Justice, and Performance

The reviewed literature shows that a relationship exists
between some set of HRM interventions and performance in
the organisation. But effort has not been channelled to find
out whether these set of HRM interventions are only
available in the figment of imagination of several
organisations. There is need to find out from the point of
employees whether performance in the organisation is
contingent on the overall fairness perception of competence-
enhancing interventions. Drawing from the law of reciprocity
from Social Exchange theory, if employees perceived
fairness in terms of interventions to enhance their
competencies, they may likely see it as a gesture to give back
to the organisation in terms of efficient and effective
performance. Based on this explanation, the study proposes
that:

Proposition 4. Perceived overall justice moderates the
effects of competence-enhancing  interventions  on
organisational performance

4.4. Competence-Enhancing Interventions, Employee
Commitment and Organisational Performance

As indicated in the proposed framework, competence-
enhancing interventions comprise some set of HRM practices
for developing human resource as an asset that organisation
desires to achieve its predetermined goal. It has been argued
in HRM literature that these set of practices do not only

directly impact on performance but also in indirect way [42].
One of the indirect ways through which these practices
influence performance is through human resource outcomes.
Human resource outcomes are proximal outcomes through
which distal outcomes (performance) are impacted by HRM
practices [2]. In the line of this argument and drawing from
AMO theory that discretionary behaviour results from ability,
motivation and opportunity to participate by employees, the
study proposes that:

Proposition 5. Employee commitment mediates the effects
of competence-enhancing interventions on organisational
performance.

5. Conclusion and Direction for Future
Research

This study has discussed the constructs that make up the
interventions for enhancing individual competencies and
organisational performance. The theoretical and empirical
literature has also beamed light on how the constructs of
competence-enhancing interventions and organisational
performance are modelled. Drawing conclusion from
theoretical and empirical literature, a conceptual framework
that predicts the linkages among the constructs of the study at
the micro level of an organisational context is discussed. The
conclusion of this study however faces three limitations.
Firstly, the study is relied on few theories for modelling its
constructs. Secondly, the set of interventions selected for
enhancing employee competencies cannot be termed as best,
bundle or configuration of set of practices. Thirdly, the
conclusions constitute theoretical propositions that are yet to
be empirically tested and validated using data from a field
survey. In view of these limitations, the theoretical
propositions advanced in this study can be empirically
investigated and validated, using data from any form of
organisations, in future studies.
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