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MANAGEMENT | RESEARCH ARTICLE

How do work characteristics affect job 
performance? An investigation in Vietnam
Pham Thu Trang1*

Abstract:  This study aims to examine how work characteristics influence employee 
performance through the mediating role of job-based psychological ownership in a 
developing country. The research employed 432 Vietnamese employees from 10 
manufactories located in three regions of Vietnam: The North, the Middle and the 
South of Vietnam. The results reveal that job-based psychological ownership med
iates four relationships between task identity, task significance, autonomy, feed
back, and in-role performance. Unexpectedly, skill variety, the remaining work 
characteristic considered here, does not impact job-based psychological ownership, 
meaning that here the mediating role of job-based psychological ownership does 
not exist. This paper concludes with discussions and recommendations for 
Vietnamese businesses.

Subjects: Human Resource Management; Work & Organizational Psychology; Personnel 
Selection, Assessment, and Human Resource Management; Human Resource Management 

Keywords: work characteristics; job-based psychological ownership; in-role performance; 
human capital; structural equation modeling; developing economy

1. Introduction
Vietnam is a developing country where labour productivity plays a critical role in gaining compe
titive advantages. However, Vietnam is one of the least productive nations in Asia (Asian 
Productivity Organization, 2020, 2021). In 2019, for example, Vietnam was classed as having 
one of the lowest rates of labour productivity in Asia, just above Cambodia, Nepal, and 
Bangladesh. Although Vietnam’s labour productivity increased significantly in 2020, it remained 
in the group of least productive Asian nations (Asian Productivity Organization, 2021).

Scholars and practitioners are concerned about psychological ownership because it predicts 
employee performance (Atatsi et al., 2021; O’driscoll et al., 2006; Peng & Pierce, 2015; Pierce et 
al., 2003, 2009; Pierce & Rodgers, 2004; Van Dyne & Pierce, 2004), productivity (Pierce & Rodgers, 
2004) and financial performance (Wagner et al., 2003). Psychological ownership refers to the state 
in which individuals feel as if the target is owned partly or fully owned by them (Pierce et al., 2001). 
Even though there are various psychological ownership targets (Pierce et al., 2003), scholars have 
mainly concentrated on organisation- and job-based ownership (Dawkins et al., 2017).

Compared with organisation-based psychological ownership, job-based psychological ownership 
has received less attention (Dawkins et al., 2017), despite the fact that job-based psychological 
ownership is a determinant of positive outcomes such as in-role performance, organisational 
citizenship behaviour and proactive work behaviour (Wang et al., 2019). Among the few studies 
on job-based psychological ownership, the predictors were found to include autonomy (Mayhew et 
al., 2007), job complexity (Brown, Pierce, et al., 2014), leadership (Bernhard & O’Driscoll, 2011), the 
structure of the work environment (Pierce et al., 2004), employees’ spiritual and emotional 
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intelligence (Kaur et al., 2013) and job engagement (Wang et al., 2019). So far, to the author’s best 
knowledge, there has been no research on how each work characteristic affects in-role perfor
mance through job-based psychological ownership. This study sets the foundation for job design 
suggestions for Vietnamese companies, where the use of job specialisation is prevalent.

The work characteristics proposed by Hackman and Oldham (1975) comprise skill variety, task 
identity, task significance, autonomy, and feedback. Previous researchers have considered job char
acteristics as a composite factor to explore the realtionship between job characteristics with 
employee performance or they have sporadically examined work characteristics when testing the 
relationship between job characteristics and psychological ownership (Brown et al., 2014; Mayhew et 
al., 2007; O’driscoll et al., 2006). Moreover, these relationships were examined mostly in Western 
countries. Brown et al. (2014) employed 424 US participants in packaging companies, while Mayhew 
et al. (2007) used a sample of 68 employees in two accounting firms in Australia. O’driscoll et al. 
(2006) explored the effect of the work environment on employee attitude and behaviour through job- 
based psychological ownership, where the environment in question contained technology routinisa
tion, job autonomy, and participation in decision making in the context of New Zealand.

This study contributes to the literature on work characteristics and psychological ownership in 
the following three aspects. First, this study provides an insightful understanding of how each 
work characteristic affects job performance through the intervention of job-based psychological 
ownership. Because companies have limited resources, it is challenging for them to follow a list 
of recommendations inferred from previous research that considers work characteristics as a 
composite factor to examine the relationship between job characteristics with employee per
formance. The research findings show that only four out of five job characteristics proposed by 
Hackman and Oldham (1975) affect psychological ownership, but that they have different 
degrees of impact. This finding implies that businesses should choose the most effective 
solutions that enhance the most influential factors. Moreover, this study confirms that the 
structure of job characteristics is 5 separates factors with the Vietnamese data, hence, it is 
not correct to examine work characteristics as a summated factor. Even though Hackman and 
Oldham (1975) claim that work characteristics are five separate variables, Dunham et al. (1977) 
contend that in different samples, the structure of work characteristics might comprise two, 
three, four, or five distinct factors. Finally, this study contributes to the literature on psycholo
gical ownership because it was conducted in Vietnam, an Asian developing country. Hofstede et 
al. (2005) claim that people from different cultures behave differently. Previous studies have 
examined Western samples such as those in the US (Brown et al., 2014), Australia (Mayhew et 
al., 2007), and New Zealand (O’driscoll et al., 2006). Mayhew et al. (2007) recommend research 
in Asian countries for further generalisation of results.

The rest of this paper is structured as follows. The second part presents a literature review on 
psychological ownership theory and hypotheses. Then the research method is described in the 
third section. Section 4 analyses the research findings and section 5 presents a discussion of the 
research findings and makes suggestions for managers.
2. Literature review

2.1. The theory of psychological ownership
The theory of psychological ownership is proposed by Pierce et al. (2001). This theory was devel
oped to explain the issue that a series of solutions aiming to improve employee legal ownership do 
not lead to superior performance. Pierce et al. (1991) argue that only when these solutions are 
effective does psychological ownership exist. This theory posits that psychological ownership is 
both nature and nurture. Also, psychological ownership theorists assume that: (1) the feeling of 
ownership is a part of the human condition; (2) people develop feelings of ownership towards a 
variety of objects, both material and immature; and (3) feelings of ownership have important 
behavioural, emotional, and psychological consequences.
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Based on a needs-driven perspective, Pierce et al. (2001) propose that psychological possessions 
satisfy three basic needs: efficiency and effectiveness, self-identity, and “having a place”. It is 
common sense that being efficacious is an innate need of human beings. Ownership, along with its 
rights, allows people to explore and alter the environment. The feeling of “being in control” makes 
people feel pleasure and efficacy. These feelings promote the emergence of psychological owner
ship. Moreover, people have a need for self-identity. In the process of interacting with possessions, 
people consider the possession as an extension of the self (e.g., my house, my car). People define 
themselves in relation to their possessions and they introduce their “new selves” to those around 
them. It is for this reason that they develop the feeling of ownership. Finally, people need a home 
to live in. When we inhibit something, it is not only an object but also a part of us. It is because of 
this feeling that people develop psychological ownership.

In answer to the question “How can we promote psychological ownership?” Pierce et al. (2001) 
argue that there are three routes to psychological possession: controlling the object, intimately 
knowing the object, and dedicating oneself to the object. First, people might feel that the object is 
theirs when they feel that they can control it. The more people control an object, the more they 
develop a sense of ownership. Additionally, when an individual thoroughly understands the target, 
he/she can develop a feeling of possession towards the object. When people associate the object 
with possession, they acquire information and knowledge about the object. The more information 
and knowledge they have, the more they come to intimately understand the object, and the higher 
the feeling of association and ownership towards the object. Finally, when someone is devoted to 
the object, he/she feels that it is his/hers. Since people have a sense of ownership about the things 
they create, the more we invest our emotion and energy in the object, the more we feel the object 
is an extension of the self. This is when the feeling of ownership emerges.

The outcomes of the feeling of possession are both positive and negative (Pierce et al., 2001). 
On the one hand, when a person feels that the target is theirs, they could expect to have rights to 
the target; at the same time, they assume their responsibility (Pierce et al., 1991). When 
individuals feel responsible for the object (e.g., an organisation or job), they tend to enhance 
their sense of responsibility for work outputs (Dipboye, 1977; Korman, 1970). The outcomes of 
developing a sense of responsibility include stewardship, citizenship behaviour, personal sacri
fice, and the assumption of risk on behalf of the target (Pierce et al., 2001). On the other hand, 
psychological ownership might lead to deviant behaviour. An example of such behaviour is when 
an employee refuses to share the target of the feelings of possession (tools, machines, work
spaces) with their co-workers.

A number of studies have tested and confirmed the findings of this theory (Asatryan & Oh, 2008; 
Ashkanasy et al., 2014; Baer & Brown, 2012; Bernhard & O’Driscoll, 2011; Brown et al., 2014; Chiu et 
al., 2007; Ramos et al., 2014; Van Dyne & Pierce, 2004). Psychological ownership leads to positive 
outcomes such as organisational citizenship behaviours (O’driscoll et al., 2006; Pierce et al., 2018; 
Van Dyne & Pierce, 2004), leverage of employee performance (Brown et al., 2014; Md-Sidin et al., 
2009; Van Dyne & Pierce, 2004), stewardship behaviour (Henssen et al., 2014), knowledge sharing 
(Han et al., 2010), and reduction in deviant behaviours (Avey et al., 2009). There are a number of 
studies that explain the routes to psychological ownership (Brown et al., 2014; Chi & Han, 2008; 
Chiu et al., 2007; Van Dyne & Pierce, 2004). Collecting data from three field studies, Van Dyne and 
Pierce (2004) suggest that psychological ownership predicts employee performance and organisa
tional citizenship behaviours. Henssen et al. (2014) suggest that psychological ownership relates to 
stewardship behaviours. By investigating 387 R&D engineers in Taiwan, Chi and Han (2008) claim 
that all three forms of formal ownership (i.e., employee participation in profit-sharing, decision 
making, and access to business information) are positively related to employees’ psychological 
ownership of the organisation.
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2.2. Hypotheses and research model

2.2.1. Skill variety and job-based psychological ownership 
According to the theory of psychological ownership, one of the three ways to promote psycholo
gical ownership is dedication to the object. Skill variety promotes job-based psychological owner
ship through the route of self-investment in the job. Skill variety refers to the extent to which a job 
requires a variety of activities, in relation to the use of a number of different skills and talents 
(Hackman & Oldham, 1975). If a job requires various skills, individuals need to utilise a broad range 
of skills and talents (Pierce et al., 2009). As a result, employees need to spend more time, effort 
and affection on completing that job than on simple tasks (Li et al., 2020). Thus, the more diverse 
skills a job requires, the more employees develop job-based psychological ownership.

Brown et al. (2014) suggest that work requiring a variety of skills, which is a part of the job 
complexity derived from Hackman and Oldham (1975), positively impacts psychological ownership.

Therefore, I hypothesise that: 

Hypothesis 1 (H1): Skill variety has a positive relationship with job-based psychological ownership.

2.2.2. Task identity and job-based psychological ownership 
Pierce et al. (2001) propose that intimately understanding the object and dedicating oneself to the 
object are two paths to psychological possession. Task identity influences job-based psychological 
ownership through the above two paths. Task identity is defined as the extent to which the job 
requires the completion of the “whole” or a part of the work that can be determined, or requests to 
perform a job from start to finish with visible results (Hackman & Oldham, 1975). When an individual 
is assigned a whole work, they have the opportunity to become familiar with all the tasks included in 
that work, and they know the order of tasks and links between tasks. Therefore, compared to 
individuals doing individual tasks, those individuals assigned to the whole work understand that job 
better. In addition, when the individual does the whole work from the starting point to the finishing 
point, they spend more time thinking about the work, for example, what needs to be done and the 
time required to do each individual task. Spending more time at work means dedicating more to work. 
Therefore, task identification has a positive effect on job-based psychological ownership.

There are numerous studies testing and conforming the relationship between task identity and 
understanding the work and job envolvement (Chen & Chiu, 2009; Pierce et al., 2009). Pierce et al. 
(2009) propose that task identity predicts job-based psychological ownership. In an empirical 
study, Brown et al. (2014) suggest that task identity (as a part of job complexity) positively affects 
job-based psychological ownership.

Therefore, I hypothesise that: 

Hypothesis 2 (H2): Task identity has a positive relationship with job-based psychological ownership.

2.2.3. Task significance and job-based psychological ownership 
The task significance is defined as the extent to which the task has a considerable impact on the 
life or work of others who are in the organisation or the external environment (Hackman & 
Oldham, 1975). The significance of the task affects psychological ownership through the route of 
self-investment in the work. When doing work with a high significance level, bearing in mind that 
the results of this work can positively and/or negatively affect the lives of others, an employee will 
work more carefully and more diligently. They will tend to devote a great deal of energy, time and 
effort to these tasks (Chen & Chiu, 2009). The more employees devote themselves to the tasks, the 
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stronger the feeling of possession of the tasks (Brown et al., 2014). Hence, task significance 
promotes job-based psychological ownership.

Therefore, I hypothesise that: 

Hypothesis 3 (H3): Task significance has a positive relationship with job-based psychological 
ownership.

2.2.4. Autonomy and job-based psychological ownership 
Autonomy refers to the extent to which the job provides significant freedom, independence and 
discretion to the employee with regard to scheduling the work and determining the procedures 
required to perform the job (Hackman & Oldham, 1975). Job autonomy allows employees to make 
decisions related to issues such as deadlines, methods, tools, etc., which promotes job control 
(Pierce et al., 2009). As is suggested by Pierce et al. (2001), job control leads to a feeling of 
possession of the job; hence, job autonomy predicts job-based psychological ownership. 
Moreover, job autonomy leads to more dedication and participation at work (Chen & Chiu, 2009; 
Gardell, 1977), which results in a feeling of possession towards the job. Therefore, job autonomy 
positively affects job-based psychological ownership.

Empirical research suggests that job autonomy impacts job-based psychological ownership 
(Brown et al., 2014; Mayhew et al., 2007). Therefore, I hypothesise that: 

Hypothesis 4 (H4): autonomy has a positive relationship with job-based psychological ownership.

2.2.5. Feedback and job-based psychological ownership 
Feedback from a job is defined as the extent to which the job provides direct and clear information 
about the effectiveness of task performance (Morgeson & Humphrey, 2006). A job with full feed
back makes employees more aware of how effective they are in doing their work, which increases 
their understanding of their work. According to psychological ownership theory, the more deeply 
an individual understands the work, the higher the level of ownership they feel (Pierce et al., 2001). 
Moreover, feedback promotes work engagement (Xanthopoulou et al., 2009), which predicts 
psychological ownership (Ghafoor et al., 2011). Thus, feedback has a positive relationship with 
job-based psychological ownership.

Therefore, I hypothesise that: 

Hypothesis 5 (H5): Feedback has a positive relationship with job-based psychological ownership.

2.2.6. Job-based psychological ownership and in-role performance 
The psychological conditions of employees play an important role in predicting employee work
place behaviour. According to Kahn (1990), psychological conditions are “momentary” instances of 
an employee’s experience that shape his/her workplace behaviour. Recent studies show that 
psychological conditions have a positive impact on employee performance (Aslam et al., 2020; 
Sendawula et al., 2018), employee innovative behaviours (Atatsi et al., 2021), employee wellbeing 
(Rahman et al., 2020). Psychological ownership refers to the state in which individuals feel as if the 
target is owned partly or fully owned by them (Pierce et al., 2001). Hence, it can be inferred that 
psychological ownership might affect employee outcomes.

In-role performance refers to the duties and responsibilities identified in the job description, or 
those that are expected to be fulfilled (Williams & Anderson, 1991). People tend to devote a great 
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deal of effort, time, care, and attention to the objects they own (Belk, 1988). Moreover, when an 
individual has a sense of possession of the object, they tend to be responsible and to do what they 
can to preserve and nurture the object (Pierce et al., 2001). It is inferred that when an individual 
develops a feeling of ownership towards their job, they will take responsibility, preserve, and take 
care of the work. As a result, their job performance is increased.

Prior empirical studies on the relationship between job-based psychological ownership and in- 
role performance have mixed results. There is a range of empirical studies demonstrating the 
significant relationship between job-based psychological ownership and in-role performance 
(Brown et al., 2014; Vandewalle et al., 1995; Van Dyne & Pierce, 2004). However, in other research, 
this relationship is not statistically significant (Mayhew et al., 2007). In this study, the author 
believes that job-based psychological ownership positively influences in-role performance.

Considering this, I hypothesise that: 

Hypothesis 6 (H6): Job-based psychological ownership has a positive relationship with in-role 
performance.

The research model is as shown in Figure 1

3. Methodology

3.1. Sample
Responses to a questionnaire were collected either face to face or online. The questionnaire was 
sent to 10 companies in all three regions of Vietnam: the North, the Middle, and the South. The 
author collected 455 responses, of which 23 were missing important information. The author 
therefore decided to exclude these 23 observations from the later analysis. Finally, the sample 
used in the study included 432 observations.

Out of 432 respondents to the questionnaire, 51.9% were male, and the rest (48,1%) were 
female. Most respondents (68.5%) described themselves as being at “subordinate” level, while 
approximately 18% were supervisors and 1,9 % were senior management. The vast majority 
(85.6%) of the respondents to the questionnaire lived in the North of Vietnam. The average age 
of the participants in this study was 31.56 years and the standard deviation was 6.88. The 
youngest was 18 years old and the oldest was 56 years old. The average tenure was 7.713 years 
with a standard deviation of 6.33.

Skill variety

Task identity

Task significance

Autonomy

Feedback

Job-based 
psychological 

ownership

In-role 
performance

Figure 1. Research model.
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3.2. Measure

3.2.1. Job-based psychological ownership 
Psychological ownership was measured using a 7-item measure suggested by Van Dyne and Pierce 
(2004). Originally this scale was used to measure organisation-based psychological ownership. 
Later, Mayhew et al. (2007) changed it from “organisation” to “job” to measure job-based psycho
logical ownership. The measure of psychological ownership developed by Van Dyne and Pierce 
(2004) comprises two parts: individual psychological ownership and collective psychological own
ership. Individual psychological ownership was measured by four items while the collective psy
chological ownership measure included three statements. The participants were asked to rate their 
level of agreement to the four statements via a 7-point Likert-type scale (1 = strongly disagree; 
7 = strongly agree). An example of the statements measuring job-based psychological ownership 
is “This is my job”. The alpha coefficient was 0.816.

3.2.2. Skill variety 
Skill variety was measured by a 5-item measure adapted from Sims et al. (1976). The items derived 
from Sims et al. (1976) were in the form of questions, and the author converted these questions 
into statements. The respondents were required to state their level of agreement to the five 
statements with a 7-point scale where 1 = strongly disagree and 7 = strongly agree. An example 
of these 5 statements is “The job requires a variety of skills”. The alpha coefficient was 0.863.

3.2.3. Task identity 
Task identity was measured by a 3-item measure adapted from Sims et al. (1976). The respondents 
were required to assess their level of agreement to the three statements with a 7-point scale 
where 1 = strongly disagree and 7 = strongly agree. An example of these 3 statements is “I have 
many opportunities to do a job from beginning to end”. The alpha coefficient was 0.876.

3.2.4. Task significance 
Task identity was measured by a 3-item measure adapted from Sims et al. (1976). The respondents 
were required to rate the extent to which they agreed or disagreed with the three statements 
using a 7-point scale where 1 = strongly disagree and 7 = strongly agree. An example of these 3 
statements is “The results of my work are likely to significantly affect the lives or well-being of other 
people”. The alpha coefficient was 0.826.

3.2.5. Autonomy 
Sims et al. (1976) measured job autonomy with a 5-item measure. The respondents to the 
questionnaire were asked to assess their level of agreement with each of the five statements 
using a 7-point scale where 1 = strongly disagree and 7 = strongly agree. The alpha coefficient for 
autonomy was 0.801. We found that if we excluded the statement “I often get feedback from my 
supervisor about my performance” then the reliability coefficient increased to 0.865.

When considering the validity of this statement, the authors found that the above item did not 
strongly relate to autonomy in organisation settings. Hence, we decided to exclude this item from 
further analysis and the final alpha coefficient for autonomy was 0.865.

3.2.6. Feedback 
Feedback was measured by Sims et al. (1976) with a 3-item measure. An example of items on the 
feedback scale is: “I often find out how well I am doing my work.” The respondents were asked to 
demonstrate their level of agreement with each of the statements on a 7-point scale where 1 = strongly 
disagree and 7 = strongly agree. The reliability coefficient was 0.816, reaching an acceptable level.

3.2.7. In-role performance 
In-role performance was measured by a 7-item measure proposed by Williams and Anderson 
(1991). An example of items in the in-role performance measure is “I fulfil the responsibilities 
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outlined in my job description.” The respondents to the questionnaire were asked to assess their 
agreement level with each statement on a 7-point scale where 1 = strongly disagree and 
7 = strongly agree. The initial reliability of the scale was 0.578, which was an unacceptable level. 
The author found that the Corrected Item-Total Correlation of three items was less than 0.2, which 
means that it is recommended to delete from the measure. These items were: “I engage in 
activities that will directly affect my performance evaluation”, “I neglect aspects of the job I am 
obligated to perform”, and “I fail to perform essential duties”. After removing these items, the 
reliability of the scale increased to 0.803. Therefore, the author decided to exclude these 3 items 
from the future analysis. The final alpha coefficient was 0.803.

The quantitative analysis methods used in this article were supported by SPSS 26 and SPSS AMOS 
24 software. The scales were tested by Cronbach’s alpha coefficient, exploratory factor analysis 
and confirmatory factor analysis. Hypotheses were tested using the structural equation model 
(SEM) with the estimation method of maximum likelihood.

4. Results

4.1. Factor analysis
Although Hackman and Oldham (1975) confirmed the structure of job characteristics, Dunham 
(1976) argued that the structure of job characteristics varies in different samples. Therefore, 
Dunham et al. (1977) suggested testing the structure of job characteristics before further analysis.

Exploratory factor analysis (EFA) was conducted on the five measures of job characteristics first, 
followed by a comparison of five solutions: a 5-factor solution, 4-factor solution, 3-factor solution, 
2-factor solution, and 1-factor solution. These were done to confirm the structure of the work 
characteristics.

The extraction method was principal component analysis. An eigen value greater than 1 was 
used to determine how many initial numbers of factors to retain. The rotation method was 
Varimax. The results of the EFA show that the 5-factor solution was suitable for the job character
istics. The items and their loadings are shown in Table 1.

As shown in Table 1, the items for each measure loaded on the same factor. There was no item 
that could load on multiple factors. Factor loadings greater than 0.30 are significant, those greater 
than 0.40 are important, and 0.50 or more are very significant (Hair et al., 2006). In line with this, 
factor loadings of 0.50 or greater were suitable for further analysis. An a priori analysis using the 
Kaiser–Meyer–Olkin (KMO) measure of sampling adequacy and Bartlett’s test of sphericity was first 
carried out to determine the suitability of factor analysis. From Table 1, Bartlett’s test of sphericity 
was calculated to be statistically significant with a p-value of 0.000 and a KMO of 0.811. The 
loading coefficients of each item were all greater than 0.7, indicating a well-defined structure.

The results of the EFA showed that job characteristics were appropriate for the 5-factor solution. 
However, to confirm the structure of the job characteristics, the author conducted confirmation 
factor analysis (CFA) and compared the five baseline models. The results of the CFA for the five 
baseline models are presented in Table 2.

The results in Table 2 show that base model 1, dividing the job characteristics into five separate 
factors, was the most appropriate solution. The model fit results show that baseline model 1 was 
acceptable. χ2/df was 1.449, less than the acceptable level of 3; the goodness fit index (GFI) was 
0.955, above the threshold of 0.9; the comparative fit index (CFI) was 0.981, above the threshold of 
0.9; the root mean square error of approximation (RMSEA) was 0.034, less than the cut-off value of 
0.08; and the standardised root mean square residual (SRMR) was 0.0361, which is an acceptable 
level. The remaining four baseline models had model fit indices that were not within acceptable 
levels. Base model 2 produced model fit indices in which only SRMR = 0.0709 was acceptable, as 
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the remaining indicators (χ2/df = 4.112; GFI = 0.870; CFI = 0.877; RMSEA = 0.085; 0.122) were not in 
the acceptable range suggested by Hair et al. (2006). The remaining three baseline models all 
showed model fit indices that were in the unacceptable thresholds.

As suggested by Hair et al. (2006), when comparing the fitness of two models, if increasing a 
small number of degrees of freedom (df) leads to a significant increase in χ2, this means that the 
latter structure is not as good as the former structure, and vice versa. When comparing each pair 
of models (baseline model 2 with baseline model 1; baseline model 3 with baseline model 1; 
baseline model 4 with baseline model 1; and baseline model 5 with baseline model 1), the results 
showed that a small increase in df led to a significant increase in χ2. The corresponding indices Δχ2/ 
Δdf were 342.623/4; 791.551/7; 1258.571/9; and 1987.930/10, respectively. Hence, a 5-factor 
solution was the most suitable for the research data.

Confirmatory factor analysis was employed to test whether the data fitted the hypothetical 
measurement model, and it displayed satisfactory GIF indices: χ2/df ratio was 1.883; GFI was 0.922; 

Table 1. Exploratory factor analysis of job characteristic items
Items Factors

Skill 
variety

Autonomy Task 
significance

Feedback Task 
identity

My job requires a variety of skills 0.780
My duties are repetitious 0.781
In a typical work day, my tasks are 
similar

0,811

There are many opportunities to do a 
number of different things

0.761

My job has a large amount of variety 0.841
I often see projects or jobs through to 
completion

0.834

I have many opportunities to do a job 
from beginning to end

0.812

I often have opportunities to complete 
the work I start

0.889

My job is the one where a lot of other 
people can be affected by how well the 
work be done

0.865

The results of my work likely to 
significantly affect the lives or well-being 
of other people

0.855

My job is not significant or important in 
the broader scheme (R)

0.852

I am left on my own to do my own work 0.784
I am able to do my job independently 0.858
I have opportunities for independent 
thought and action

0.819

I have the freedom to do what I want on 
my job

0.792

I find out how well I am doing on my job 0.885
I have opportunities to find out how well 
I am doing on my work

0.815

I have feeling that I know whether I am 
performing my job well or poorly

0.800

KMO = 0.811; χ2 = 3374.486, df = 153; Sig (Bartlett’s test) = 0.000) 
Note: Loadings <± 0.3 are suppressed (R) Reverse score item. 
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CFI was 0.955; RMSEA was 0.045; and SRMR was 0.0419 (see, Table 3). These results indicated that the 
GIF measures for the hypothesised model met the requirements for the benchmark fit indices 
proposed by Hair et al. (2006), thereby indicating that the conceptual model reasonably fits the data.

Reality, convergent and discriminant validity were also examined in the measurement model. As 
shown in Table 3, all composite reliability (CR) indices ranged from 0.812 to 0.865, greater than the 
acceptable level of 0.700, indicating that reliability was assured. Convergent validity is acceptable if the 
average variance extracted (AVE) is above 0.5 (Hair et al., 2006). The AVE indices ranged from 0.528 to 
0.618, showing that convergent validity was guaranteed. Discriminant validity is satisfactory if the 
maximum shared variance (MSV) is less than AVE and if the Square Root of AVE is greater than the 
inter-construct correlations. The results showed that all the MSV indices were less than AVE. The 
squared roots of the AVE indices shown on the diagonal of Table 3 were larger than the inter-construct 
correlations shown below the diagonal, indicating that the discriminant validity was satisfied.

4.2. Structural model
Structured equation modelling was employed to test the hypotheses of the research model. Before 
assessing the statistical significance of each relationship, the author examined the appropriate
ness of the model. The model fit index showed that the total model was a good fit. In detail, χ2/ 
df = 1.992, which is less than the threshold of 3, GFI = 0.995 was greater than the cut-off value of 
0.9; CFI = 0.938 was greater than 0.9; RMSEA = 0.048 was less than 0.08; and SRMR = 0.0516 was 
less than 0.08. The above results showed that the correlation results were reliable.

Table 2. Comparison of five baseline models
Baseline models χ2/df Δχ2 and Δdf GFI CFI RMSEA SRMR
Baseline model 1: 5—factor solution 1.449 ——– —– 0.955 0.981 0.034 0.0361
Baseline Model 2: 4—factor solution 4.112 342.623 4 0.870 0.877 0.085 0.0709

Baseline Model 3: 3—factor solution 7.416 791.551 7 0.788 0.741 0.122 0.1082

Baseline Model 4: 2—factor solution 10.791 1258.571 9 0.717 0.600 0.151 0.1340

Baseline model 5: 1—factor solution 16.113 1987.930 10 0. 587 0.377 0.187 0.1660

Note: Δχ2 and Δdf were calculated by subtracting the χ2 and df values of baseline models 2, 3, 4, and 5 minus 
the χ2 and df values of model 1. 

Table 3. Model validity measure
CR AVE MSV SV JA TS JF TI IRP JOP

SV 0.865 0.564 0.154 0.751
JA 0.866 0.618 0.397 0.393 0.786
TS 0.827 0.614 0.063 0.098+ 0.103+ 0.784
JF 0.819 0.601 0.374 0.119* 0.446*** 0.184** 0.775
TI 0.812 0.594 0.018 0.017 −0.115* −0.045 −0.134* 0.771
IRP 0.815 0.528 0.335 0.111+ 0.436*** 0.196*** 0.579*** 0.101+ 0.726
JOP 0.824 0.615 0.397 0.309*** 0.630*** 0.252*** 0.611*** 0.054 0.568*** 0.784
χ2/df = 1.883; GFI = 0.922; CFI = 0.955; RMSEA = 0.045; SRMR = 0.0419 
Note: SV = skill variety; TI = Task identity; TS = Task significance; JA = job autonomy; JF = job feedback; JPO = job- 
based psychological ownership; IRP = in-role performance; CR = Composite Reliability; AVE = Average Variance 
Extracted; MSV = Maximum Shared Variance 
+: p < 0.100; *: p < 0.05; **: p < 0.01; ***: p < 0.001 
Squared root of AVE shown on the diagonal 
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As shown in Table 4, four out of five variables of job characteristics positively impacted job- 
based psychology ownership. The variables affecting job-based psychological ownership were 
task identity, task significance, autonomy, and feedback. Task identity positively affected job- 
based psychological ownership (β = 0.228, se = 0.068, p < 0.01), supporting hypothesis H2. As 
was expected, task significance had a positive relationship with job-based psychological own
ership (β = 0.228, se = 0.068, p = 0.02), thus hypothesis H3 was supported. Among the four 
influencing factors, autonomy had the greatest impact on job-based psychological ownership 
with β = 0.652, se = 0.084, p < 0.01; thus, hypothesis H4 was accepted. Feedback positively 
impacts job-based psychological ownership (β = 0.509, se = 0.065, p < 0.01), so hypothesis H5 

was accepted. Unexpectedly, the relationship between skill variety and job-based psychological 
ownership was not statistically significant (β = 0.092, se = 0.056, p = 0.104), thus hypothesis H1 

was rejected. Of the four variables affecting job-based psychological ownership, autonomy had 
the biggest impact, followed by feedback, and two variables—task identity and task significance 
—had a similar level of impact on job-based psychological ownership. Table 4 also showed that 
job-based psychological ownership positively affected in-role performance with β = 0.448, 
se = 0.043, p < 0.01, supporting hypothesis H6.

5. Discussion and recommendations

5.1. Discussion
The purpose of the study is to assess the impact of each job characteristic studied on job-based 
psychological ownership, and the impact of job-based psychological ownership on in-role perfor
mance. Based on the survey results of 432 Vietnamese employees, this study suggests that four out 
of the five job characteristics studied affect job-based psychological ownership. These job character
istics are task identity, task significance, autonomy, and feedback. The research results also show that 
job-based psychological ownership affects in-role performance. Unexpectedly, the relationship 
between skill variety and job-based psychological ownership is not supported. This non-statistically 
significant relationship signals that caution should be taken when using the composite variable for 
assessing the impact of job characteristics on job-based psychological ownership.

The above results are consistent with the results of previous studies (Brown et al., 2014; Mayhew et 
al., 2007; O’driscoll et al., 2006). Brown et al.’s (2014) work is complex, as a result of synthesising five 
job characteristics into one composite variable that positively affects job-based psychological own
ership (β = 0.46, p < 0.01). Mayhew et al. (2007) suggest that autonomy positively influences job-based 
psychological ownership (β = 0.37, p < 0.01). The relationship between autonomy and job-based 
psychological ownership was the most significant in this study, and this result is consistent with the 
suggestion of Pierce et al. (2009). Pierce et al. (2009) argue that autonomy affects all three routes to 
job-based psychological ownership, while the remaining variables affect only one to two routes.

Table 4. Regression results
Hypotheses β Se P Decisions
SV → JPO 0.092 0.056 0.104 Reject H1

TI → JPO 0.228 0.068 *** Accept H2

TS → JPO 0.161 0.053 0.02 Accept H3

JA → JPO 0.652 0.084 *** Accept H4

JF → JPO 0.509 0.065 *** Accept H5

JPO → IRP 0.488 0.043 *** Accept H6

χ2/df = 1.992; GFI = 0.905; CFI = 0.938; RMSEA = 0.048; SRMR = 0.0516 
Note: *** is p < 0.01 
SV = skill variety; TI = Task identity; TS = Task significance; JA = job autonomy; JF = job feedback; JPO = job- based 
psychological ownership; IRP = in-role performance. 
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However, this study disagrees with the study of Brown et al. (2014) in some respects. Those 
authors suggest that skill variety (part of the work’s complexity) positively impacts job-based 
psychological ownership, but skill variety was not statistically related to the feeling of ownership 
of the job in this study. To explore why in the context of Vietnam skill variety did not statistically 
affect job-based psychological ownership, the author conducted interviews with five questionnaire 
respondents. Each interview lasted 30 to 45 minutes, at a place and time convenient to the 
interviewees.

One person replied that:

My job requires many and diverse skills; I have to spend a lot of time and effort on the job. 
However, sometimes I don’t clearly understand the work I’m doing because my job requires 
skills that I don’t possess. 

Others added more comments:

Although for a while I also mastered skills that I did not know at first, the skills I mastered 
very quickly needed updating, but I do not have enough time to quickly update those skills 
. . . I often don’t understand a part of my job well. 

Skill variety refers to the extent to which a job requires different skills, knowledge and talents. 
Employees who do a job requiring diverse skills tend to devote their time, effort and energy to the 
job. However, if there is a mismatch between the employee’s existing skills and the required skills, 
they may not possess a deep understanding of the job. As suggested by Pierce et al. (2001), there 
are three paths to psychological ownership: intimately understanding the object, dedicating 
oneself to the object and controlling the object. Skill variety might promote job-based psycholo
gical ownership through the path of dedication to the job. However, skill variety has a negative 
impact on job-based psychological ownership because it hinders an in-depth understanding of the 
job. As a result, as the two effects are combined, skill variety does not affect job-based psycho
logical ownership.

The research results also show that job-based psychological ownership positively affects in-role 
performance. These results agree with the results of some previous studies (Brown, Pierce et al., 
2014; Kaur et al., 2013; O’driscoll et al., 2006) and they disagree with those of Mayhew et al. 
(2007). In Brown, Pierce et al.’s (2014) study, job performance, which is measured by the individual 
sale performance provided by the company, has a positive impact on sale performance. In Kaur et 
al.’s (2013) research, employee performance is measured from the customers’ point of view. In 
Mayhew et al. (2007), job performance is measured from a supervisor’s point of view. Only in 
O’driscoll et al.’s (2006) research, in-role performance is measured according to the employee’s 
subjective point of view. These previous research results show that psychological ownership affects 
employee performance according to customers’ opinions, individual points of view, and objective 
results, while psychological ownership does not affect in-role performance measured from the 
supervisor’s point of view. This difference in results can be attributed to the fact that Mayhew et al. 
(2007) employed a small sample group and the authors acknowledged that the small sample 
could create bias in the study.

5.2. Limitations
Although this study has contributed to theory and practice as outlined above, when using the 
research results or deducing from them, readers should pay attention to the following limitations. 
First, work characteristics, job-based psychological ownership and in-role performance were mea
sured from the personal point of view and collected in the same survey. This can increase the 
correlation between variables due to the effect of the common variance method, which causes 
virtual correlation and correlation inflation (Williams & Brown, 1994). This limitation may bias the 
objective results. However, most studies on psychological ownership acknowledge this limitation in 

Thu Trang, Cogent Business & Management (2022), 9: 2116801                                                                                                                                       
https://doi.org/10.1080/23311975.2022.2116801

Page 12 of 16



their research (Peng & Pierce, 2015; Woon et al., 2017). Second, in-role performance is assessed by 
the individuals themselves, which can make the self-assessed performance higher than the actual 
performance of individuals. Future studies that employ objective scales will produce more reliable 
results.

Third, the sample size used in this study is acceptable (n = 432), but the sample group structure 
is not guaranteed. This limitation is mostly encountered in studies of psychological ownership 
(Brown et al., 2014; Chiu et al., 2007; Peng & Pierce, 2015). For example, most of the participants 
were in the North of Vietnam (up to 85%), which may bias the results. Future studies could focus 
on a sample in the Middle and South of Vietnam to supplement the results. Moreover, most 
respondents to the survey were people with a university degree or a higher degree. Future studies 
focusing on a less-qualified sample group would supplement the results of this study.

Fourth, the sample in the study was chosen through convenience sampling. If future studies 
utilise random sampling, this will be valuable for generalising the research results.

Despite the above limitations, the author believes that the research has made certain contribu
tions to the literature on psychological ownership in Vietnam.

5.3. Conclusions and managerial recommendations
In summary, this study contributes to both the literature and practice. Firstly, this study provides 
an insightful understanding of how each work characteristic studied here affects job performance 
through the intervention of job-based psychological ownership, which helps companies with 
limited resources to choose and prioritise measures for themselves. Secondly, this study confirms 
that job characteristics are five distinct factors in Vietnamese data. Finally, this study contributes 
to the literature on psychological ownership because it investigates Vietnam, an Asian and devel
oping country, which possesses a distinct culture.

The research findings show that increasing job-based psychological ownership is a reliable 
method for increasing in-role performance. The results also show that in order to enhance in- 
role performance through job-based psychological ownership, it is possible to increase four job 
characteristics: task identity, task significance, job autonomy and feedback. The analysis results 
also revealed that skill variety did not affect psychological ownership of a job.

Through the results of this study, some recommendations for managers can be drawn as 
follows. First, studies of job characteristics impacting job performance suggest that organisations 
should design tasks in such a way that they become complex through job enrichment and job 
enlargement. The results of this study have shown that job enrichment is superior to job enlarge
ment for promoting employee performance. Job enlargement is defined as combining two or more 
tasks that were previously assigned to more than one employee into one job (Robbins & Judge, 
2013). On the other hand, job enrichment is defined as building high-content work by including 
tasks such as planning, and evaluation often performed by supervisors (McShane & Glinow, 2017). 
Job enlargement refers to horizontal loading, while job enrichment refers to vertical loading. In this 
study, autonomy, i.e., giving employees the power to make decisions about when, how, which tools 
etc. related to their work, has the greatest impact, while skill variety does not impact in-role 
performance. This result confirms that organisations should utilise job enrichment to improve their 
performance.

Second, the results of this study also show that the more feedback employees receive, the better 
they perform. To increase feedback on the job, organisations need to build a clear evaluation 
system and give employees opportunities to participate in the evaluation of their work perfor
mance. Receiving feedback about the job is also helpful for empowerment (McShane & Glinow, 
2017). McShane and Glinow (2017) argue that the most important foundation of employee 
empowerment is giving them enough information to make decisions. Solutions that can increase 
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job feedback include building a KPI system, 360-degree feedback, and an organisational culture of 
knowledge sharing.

Finally, the research results also show that task significance affects in-role performance through 
job-based psychological ownership. Therefore, to improve in-role performance, it is necessary to 
increase task significance. It should be noted that task significance is measured by the cognitive 
scale. Employee awareness of the importance of their task will increase their performance in their 
jobs. Hence, organisations can raise awareness of the importance of tasks through staff awareness 
training sessions.
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