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Abstract

ABSTRACT

An organisation’s competitiveness is largely determined by the capability of its
workforce (Combs, Luthans, & Griffith, 2009; Den Hartog & Verburg, 2004). The
development of employee capability is, therefore, an important goal for
organisations and human resource practitioners. Because the workforce is ageing,
organisations need to pay particular attention to developing the capability of
younger, novice workers who will become the core workforce as older workers
move out of the labour market. However, little is known about the process by
which younger workers learn and develop at work or how organisations may be
able to influence this process to enhance the development of their skills, knowledge

and abilities.

To address this gap in the literature, the present study examined a model of
learning and development for younger workers. The model posited that younger
workers’ ‘development self-efficacy’ beliefs would mediate the relationship
between salient contextual (work environment) and individual factors and

motivational components of the development process.

A total of 1758 young people aged between 16 and 24 years employed full-time
participated in the study. Eligible employees were invited to take part via their
organisations. Organisations were selected using a multi-stage stratified random
sampling method which enabled a diverse and comprehensive sample of younger
workers to be achieved. The method resulted in a sampling frame comprising small,
medium and large organisations from four major industries (business, construction,
manufacturing and retail) located in nine medium and large urban centres around
New Zealand. Participants were asked to complete a questionnaire which
contained a series of questions about their learning-related beliefs and attitudes,
intentions to participate in development activities, and perceptions of

developmental support from their organisation, manager and co-workers.



Abstract

The study found that individual and contextual factors both have an important
influence on younger workers’ participation in development activities, but affect
this through different aspects of the development process. Development self-
efficacy mediates the influence of certain contextual and individual factors on
learning motivation. In addition, other individual and contextual factors directly
influence young people’s intentions to engage in development activities through

their learning attitudes, motivation and career-job beliefs.

In addition, there is evidence to suggest that certain factors may be more relevant
to the development of younger workers than their more experienced colleagues.
Consequently, life-stage is a potentially important factor to consider when

developing employee capability.



Acknowledgements

ACKNOWLEDGEMENTS

First, thank you to all the organisations and younger workers throughout New
Zealand who took part in this study — it would not have been possible without you!
| hope that this study provides some insights into understanding the way in which
young people learn and develop at work, and how organisations can enhance this

process.

| am also thankful to Massey University, the Department of Labour and the Human
Resource Institute of New Zealand (Manawatu branch) who provided financial
assistance that made this study possible. Approval for this study was sought and

granted by the Massey Human Ethics Committee, Northern: 07/049.

| am sincerely grateful to so many people who supported me in so many different
ways during this journey. | owe many thanks to my supervisors who helped guide
the design, implementation and write up of the study: Associate Professor Lynn
Jeffrey and Dr Karl Pajo, and also to Associate Professor Lisa Emerson for her

guidance and support in the final stages.

A special thank you goes to my family and friends who in various ways listened,

encouraged, bought coffee and prayed for me throughout the process.

Finally, my deepest gratitude goes to my wonderfully supportive, ever patient and
incredibly generous husband Glenn. Words cannot express how much | appreciate
your love, support and encouragement. Thanks for believing in me and helping me

to believe in myself. | couldn’t have done this without you.

Robyn






Table of Contents

TABLE OF CONTENTS

ABSTRACT ... srritcssnsssssmsssss s ssssssssssmssassssssmssssssnssmsssnssnssmsssnssassnsssnssnsssnsnsssnssnssnssans I
ACKNOWLEDGEMENTS.......oicrrmssnsssssssssssssssssssssssssssssssssssmsssssssssssssmsssssssssasssnssnssans 11
TABLE OF CONTENTS. .....coioiiimimieninsessssssnisessssssssssssssssasssssssssssssssssssssssassssssnsssnssnssasssns A"
LIST OF TABLES......oioiiminiemssnississsssissssssssssssssssssssssssssssasssssssssassssssassssssnssnssssssasssnssnssns IX
LIST OF FIGURES. ... eerrrcrcresrssssssmsssmsssmssssssssssssmsssmsssmssssssnssessnsssesssns snsssnsnessmssanes X
PROLOGUE: A PERSONAL JOURNEY ...orioirrrerscrsssssmesssssesssssssssmsssssssssssssmsssssssssassssssaes 1
CHAPTER 1: INTRODUCTION ...ciiicrcsrscsssssessssssssssssssssmssssssssssssssssnssssssassssssnssassssssas 3
1.1  BACKGROUND.....ccetttiiiiiinnttettiiiisssnnteeesisssssssssnssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnsassssssss 3

1.1.1  The Development of Employee Capability ........cccooiiiiiiiiiiieeiiiiee e e 5
1.2 AIIM OF THE STUDY ..iiteeiiiineiiiineiiiiineiiiensiisiensesisssosisssssisnsssstsnsssstesssssssnssssssnssssssnssssssnssssssnns 9
1.3 THESIS STRUCTURE ....iiuuttiiiiiiiiiinnneneiiissssssneessssssssssssssssssssssssssssssssssssssssssssssssssssssnssssssssas 10
CHAPTER 2: YOUNGER WORKERS. ... rrrrrssrssnsssssssssssssssssssssssssssssssssmsssssses 13
2.1 OVERVIEW ....ciiiiieeriiiiiiiisinnnteessiisssssssssesssssssssssssssssssssssssssssessssssssssssssessssssssssssnsssssssssssssnnnnss 13
2.2  WHO ARE YOUNGER WORKERS?.....cooettttiiiiinssnnnnenssnisssssssnseessssssssssnnsesssssssssssssssssssssssssssnnans 15

2.2.1 DefiNiNg YOUNGEI WOTKEIS ..ottt ettt ettt e et e e e e ate e e e ara e e e sabaeeens 15

2.2.2  EmMerging AdUNOOM .......cooiiiiiiiiiie e 17

2.2.3  Part-Time versus FUll-TIME WOIKEIS .......cuiviuieiiieeiee sttt 21
2.3 YOUNGER WORKERS’ EXPERIENCES OF LEARNING AND DEVELOPMENT .......ccceveerrrsissssnnnnnnns 26

2.3.1  The WOrK ENVIFONMENT ..eeieiieieiieecciiee e siiee e eiiee e tte e st e e e stae e s saae e e seaeeeesntaeesnnsaeessnneeeeans 26

2.3.2  The Experiences of Part-Time & Full-Time WOrkers .........cccoueeveeiniieneeiiieeee e 29
2.4 CONCLUSION ....uuuuenriiiiiiiinsinnneessisisssssssssessssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnnsssss 35



Table of Contents

CHAPTER 3: LITERATURE REVIEW - EMPLOYEE LEARNING &

DEVELOPMENT .....oitistmsmsmssmsamsssssssnsssssssssssssssssssssssssnsssssssssssssssssssssssssnssnssnssnssassssssssssssnss 39
3.1 OVERVIEW ...cciieiiiiiieiiiiiieiiiiinesieienesieisnssisiesssssienssssssnsssssenssssssnssssssnssssssnssssssnssssssnssssssnssssssnnnns 39
3.2 A THEORETICAL FRAMEWORK OF EMPLOYEE LEARNING & DEVELOPMENT ........ccceereemennnenens 40
3.3 SELF-EFFICACY ..ciiiiiiiunnreriiiiiisinnnnensiissssssssseessssssssssssssssssssssssssssesssssssssssssssesssssssssssnssessssssssnns 43
3.3.1  OVEIVIBW ettt ettt sttt e et e e st e e e s bt e e et e e e s st e e e e a b e e e s e ne e e e nann e e e enreeeneanee 43
3.3.2  LeVels Of SPECIHICITY tooerieeeiiiee et et e e e e e et e e e eata e e e eabee e e sabaeeeennns 45
3.3.3  Self-Efficacy for Learning and Development .........ccceceieiiienieenieeniee et 50
3.4 ATTITUDINAL & MOTIVATIONAL OUTCOMES ........cccoviiiimrnrniiiiiiinnneeennsscsnnnneeesnnas 52
341 OVETVIEW .ottt ettt e ettt e e et e e s bt e e e e ab e e e seabb e e e sabbeeeebbeeesanbbeeenanees 52
3.4.2  AttitUdES & MOTIVALION ettt e e s e 53
343 INTENTIONS TO PartiCiPate ..oioueieiiiiie e 57
3.5 EXTERNAL & INTERNAL SOURCES OF SELF-EFFICACY BELIEFS........ccccoccceeriiiiinnnee 59
3.5.1 OVEIVIBW ...eeiieeieet ettt ettt e et e e e e e e e e e e e s ettt e e e e sasnen e e e e e e e sasnsreeeeeeeeaannreneeeeens 59
3.5.2  The Formation of Efficacy Beliefs.........ccoiiiiiiiiiii et 60
3.5.3  The WOrk ENVIFONMENT ..c.eiiiiiiiiee ettt sttt ettt s e e e st e e sabeeessnbaeesnanee 65
3.5.4  INdividual SEIf-BelIEfS .....uiiiiiiiiieciie et 74
3.6 CONCLUSION......cocetiunnrntiiisissisnnneesssissssssssssssssssssssssssssssssssssssssssesssssssssssssssssssssssssssssssssssssssnns 81
3.6.1 A Model of Learning & Development for Younger Workers..........cccoecvuvveeeeeeieciiieeeeeeesenns 81
CHAPTER 4: RESEARCH DESIGN .....ccorusmmsmmsmmmsumsassamsessussssssssssssssssassassassassasssssssssssssns 91
4.1 OVERVIEW ....eeeiiiiiiiiiiinnenentiisisssssnnneesssssssssssnssesssssssssssnnsesssssssssssnnssesssssssssssnnsssssssssssssnnnasssssss 91
4.2 SAMPLING & ADMINISTRATION......cuttiiiiiiiirinnneeeiisssssssnnseeessssssssssseessssssssssssssesssssssssssnsesssssss 92
By -V Y 1 1 Y-SR 92
4.2.2  Survey Administration......c..uveieiiiiiiieecc e e e e aaa s 96
4.2.3 Participant CharaCteriStiCs .....uiinuiirieiiieeie ettt st 100
L B 1V 13 N U 2 = 102
4.3.1  ANQAIYSIS Of IMIBASUIES ....oviiiiiiieeciiieeeiee ettt e et e e et e e st e e e e tb e e e eata e e e eataeeesataeeeenssaeeannreeas 103
4.3.2  PSYcholOgical CONSEIUCES ....ciouiiriiiiiieeiiie ittt st et 104
4.3.3  Demographic & Organisational Information...........cccoovieiiiiiiiiniieeee e 108

Vi



Table of Contents

4.4 DATA SCREENING & ANALYSIS ...ctuuiiiinniiiitnnieienniinienniieiennisiensssstsnssssssnssssssnssssssnssssssnsssssanne 110
4.4.1 D L= Yo g =T=T o 11 o =P PT PP PPPPPPPPPPPPRt 110
N Vo ¥ |V 4o B A= =Y =4 =TSSR 111

CHAPTER 5: RESULTS .....oicrrmsssmssssmsssssssssssssssssssssssssssssssssssssssassssssssssssnssssnsassnsassnss 117

5.1  OVERVIEW ...cuuiiiiiiiiiiieiiiiineiiiieesiiisesieiisssisissssisissssstssssistssssisssssssstesssssssssssssssssssssnssssssnsssssss 117

5.2  DESCRIPTIVE STATISTICS ....uueetiiiiiiieensnneeneiisiessssnneesssssssssssnnsesssssssssssnssssssssssssssnnsssssssssssssnnans 117

5.3  MEASUREMENT MODEL......uuuutttiiiiiiiiinnneeeiisiiisssssnenesssssssssssseesssssssssssssssssssssssssssssssssssssssnnens 120
5.3.1  Reported Goodness-Of-Fit INAICES........ccerriieiiciieeeee et 120
5.3.2 RESUIES 1.ttt sttt e e sttt e e et e e sbb e e e s nab e e e sabaeeesabeeeeens 122

5.4 STRUCTURAL MODEL ......cuuuuerririiiiissssnneessissssssssnssesssssssssssnssssssssssssssnssssssssssssssnsssssssssssssannans 125
541  Fully-Mediated MOEl.......oooiiiiiiiiiieieee e e 125
5.4.2  ARErNAtiVe IMOEIS...cc.uiiiiiiiiieiiie ettt st sb e e sbeesbeesnbeesasee e 128
5.4.3  CroSS-Validation ..cccuuievieiiiiieiie ettt sttt st e st sttt naaee s 132

5.5 IMULTI-GROUP ANALYSES......ccccciiitmuiiiinniiiinniiiineieimanieisasieisssistsssssssssssssssssssssnsssssssssssses 137
5.5.1 VT Yo = I T 1 = U UU PRSP 137
5.5.2  CroSS-Validation ..c...eeeuieiiieiiieiiie ettt ettt ettt e sbee e 139

CHAPTER 6: DISCUSSION ....oiociimmsmmsemsnmssmsmssssssmsanssssssssssssasssssssssasssssssssssssssssssnsssasans 143

6.1  OVERVIEW ....ccciiueniiiiiiiiiinnneesiiisssssssssesssissssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnnans 143

6.2 A MODEL OF LEARNING AND DEVELOPMENT FOR YOUNGER WORKERS.......cccccorvueierrnnnnnnne 144
6.2.1  Factors that Influence Development Self-Efficacy Beliefs.......c.cceecvvivcceeeincieeceieeee, 144
6.2.2  Factors that Influence Attitudes and Motivation ..........cccceeiviieeeeriee e 150
6.2.3 Factors that Influence Developmental INteNtions ........c.cceeeiiiiiiiiiee e 157
6.2.4  The Moderating Effect of GENAEr ......c.uviiiiiiiecee e e 161

6.3 GENERAL DISCUSSION: IMPLICATIONS AND RECOMMENDATIONS .....cccctvuiimncrnncienicrnncnenns 164
6.3.1 Developing YOUNGEr WOTKEIS .....uuiiiieiee ettt e e e staaneee e e 164
6.3.2  Younger Workers as a Distinct Group of EMpIOYEES.........ceeevvieeeciieieciiee e 172
6.3.3  Generational DIffEr@NCES ....cccuuiv ittt e 174

Vii



Table of Contents

6.4 LIMITATIONS .....couumuumuunnnnnnnnnnnennnnnenenenenesensessssesssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnns 177
6.5 AVENUES FOR FUTURE RESEARCH........ccueeummmmmmmennennnnnnnnnnnnennnnennnnanaananaaaaaaaaasssssssssssssssssssssses 180
CHAPTER 7: CONCLUSION....ccumimmmmmmmsmsmssmssmssmssssssssssssssssssssssssssssssssssssssssssasassnns 185
REFERENCES. ... sssssssassssssssassnns 191
APPENDIX A: INFORMATION SHEET FOR ORGANISATIONS .....coconnmianunnnns 227
APPENDIX B: SURVEY INSTRUCTIONS FOR ORGANISATIONS.......cccusnununs 233
APPENDIX C: INFORMATION SHEET FOR PARTICIPANTS. ....c.cccisiniannnnns 237
APPENDIX D: LEARNING AT WORK SURVEY ....cccoimmmmmmmmmmsmmsmssmsssssssns 241

APPENDIX E: PARAMETER ESTIMATES FOR MEASUREMENT MODEL ....253

APPENDIX F: PARAMETER ESTIMATES FOR FULLY-MEDIATED
STRUCTURAL MODEL. .....cciimmmmsmsmmmssmssmsmssssssssssssssssssssssssssssssssssssssssssssssssassssssasas 257

APPENDIX G: PARAMETER ESTIMATES FOR FINAL STRUCTURAL MODEL

APPENDIX H: PARAMETER ESTIMATES FOR CROSS-VALIDATION OF

STRUCTURAL MODEL. ......occmmimmmmsmmssmsssssssssssssssssssssssssssssssssssssssssssssssssssssssssss 265

APPENDIX I: PARAMETER ESTIMATES FOR MODERATED STRUCTURAL

APPENDIX J: PARAMETER ESTIMATES FOR CROSS-VALIDATION OF
MODERATED STRUCTURAL MODEL.....cccusmsmmmmmmmsmmsmssssssssssssssssssssssssssssssssssssassens 275

viii



List of Tables

Table 1:
Table 2:
Table 3:
Table 4:
Table 5:

Table 6:
Table 7:
Table 8:
Table 9:
Table 10:
Table 11:
Table 12:

LIST OF TABLES

Participant Characteristics from Final Sample ......cccovevvievecvevveeerveneennnn, 100
EFA Results by Measurement CIUSer ......ccocovvvieieieeccece e, 104
SUMMATY Of MEASUIES .....ooveerveereeeee ettt et et se s aesbe e sne b ereanes 109
DAt SAMPIES .ot e et e e et e 113

Means, Standard Deviations, and Intercorrelations amongst

Latent Constructs in the Structural Model ..........ccceeeeiviiiiiniieiniiieennns 118
Fit Statistics for Measurement Models .........coccouniiiinncininecencee 124
Fit Statistics for Structural Models .........cccoooveinineinncrcece e 129
Summary of HYpOotheESES ....c.vcevieieece e e e 134
Fit Statistics for Moderated Structural Model ..........cocoeirincennncniennnee. 138
Fit Statistics for Nested Model Comparisons ........ccccceveveeveveeveeveeceereenne. 138
Fit Statistics for Cross-Validation of Moderated Structural Model ...... 141
Fit Statistics for Cross-Validation of Nested Model Comparisons ........ 141



List of Figures

Figure 1:

Figure 2:
Figure 3:
Figure 4:
Figure 5:
Figure 6:
Figure 7:
Figure 8:

LIST OF FIGURES

Simplified Model of an Employee Learning & Development

OrienTation ......eeiiiiiiiiiiiii 41
Hypothesised Fully-Mediated Structural Model.........cceeevvvveereeeieeeeennnn. 86
Alternative Hypotheses: Partially-Mediated Structural Model............... 88
Hypothesised Structural Model (Fully-Mediated)........ccccvvvveeeveeeeennnn. 126
Observed Structural Model (Fully-Mediated).........ccccoeevveeeeiiiiiiieenen. 127
FINQl MOdEL..ccieiiiiee e 131
Cross-Validation Model...........coovuiiiiiiieiiiiiicieee e 136
A Model of Learning and Development for Younger Workers............. 143



Prologue

PROLOGUE: A PERSONAL JOURNEY

My interest in undertaking this study stems from my own background and journey;
a journey which has taken me on a number of paths | had never expected, and
resulted in accomplishments | never thought possible. It is this process of
discovery, which began long before | was even aware of it, that has been pivotal in

my decision to undertake this course of study.

After finding | had hit a ‘dead-end’ with my academic choices at the end of my 6™
form year, | left school, moved to the city and, after completing a year of secretarial
studies, began working life as a legal secretary. Three years later, with itchy feet
and the greener pastures of the UK in my sights, | left my job and spent my summer
working at McDonald’s. Who'd have thought; | loved it! To cut a long story short,
instead of heading off overseas, and despite having already resigned, | accepted a

role as a trainee manager.

And so began a new chapter of my life, filled with challenges, laughter (and lots of
nightclubbing); but, most of all, with rich personal learnings that have helped shape
who | am today, and who | will no doubt be in the future. In addition to my own
learning, during my four years at McDonald’s | was inspired and challenged by
helping others to learn and grow — not just in their job skills, but in discovering what
they could do and who they might become. Helping young people realise that they
can learn, grow and do things they may not have thought possible have been some

of my most rewarding work experiences.

Our experiences, and interpretation of those experiences, both consciously and
subconsciously shape who we are now and who we will be in the future. Yes, we
are shaped by our history and past experiences, but we can be more than who we
were then and who we currently are. | believe we each hold the ability to shape our

future, however large or small the influence we have on it may seem. Moreover,

Page | 1
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each of us has the ability to be involved in this process: to discover our interests and
passions and pursue them, not just once, but over the course of our lives; and, in doing
so, to face the things we find challenging and experience what it’s like to overcome

them. This, | think, is one of the most empowering experiences one can have.

Many young people do not have the experiences of learning at school that they may
have wanted. However, once they enter the workforce, the majority of their
opportunities for learning and growth come from their work environment. | have
seen the enormous impact positive workplace learning experiences can have on
young people’s confidence, self-beliefs and career aspirations. These and my own
experiences of learning has led to a personal interest in exploring the way in which
young people’s confidence for learning and development may be influenced by
their experiences of support in their work environment. My interest in this area is
also strongly associated with my belief that many individual skills, knowledge and
abilities can be developed, and that one’s confidence for learning may be enhanced
when they are supported in the development process, particularly in their work

environment.

This thesis draws on a broad and diverse body of scholarly knowledge as well as my
own experiences of learning and development, and my experiences of helping
others to learn and develop in the workplace. Seeing someone who may not have
had a great deal of affirmation about their potential develop not only their work
skills and capabilities, but achieve meaningful personal growth through their work
experiences is, for me, one of the most motivating reasons to be involved in human
resource development. The literature suggests, and | strongly agree, that
organisations have considerable opportunity to guide, challenge and support young
people to grow and develop not only their work skills, but their beliefs about
themselves as learners. In this way, organisations have a key role to play in helping

young people realise and achieve their potential, both now and for the future.

| hope you enjoy reading my thesis.
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