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Abstract: From the works of scholars in the field of Human Resource Management (HRM), conceptualization establishes
that Human Resource (HR) Flexibility is important in a firm’s sustainability. Skill flexibility, behavior flexibility, and HR
practice flexibility have been acknowledged in the literature as the dimensions of HR flexibility with a significant impact on
performance for the sustainability of firms in today’s turbulent environments. This paper explores the moderation role of
Female Leadership (FL) between HR Flexibility (HRF) and Firm Performance (FP). Furthermore, the authors also
investigate the individual effect of skill, behavior, and HR practice flexibility moderated interaction of Female leadership on
performance of firms. Data was collected using a questionnaire as an instrument from 202 HR managers in Ghana. Using
correlation and regression analyses to test for the interaction modeling, the hypotheses of the study are tested. The results
confirm a moderation of Female leadership on the relationship between HR Flexibility and firm performance. The findings
revealed that there is a positive effect of HRF on firm performance (HR-related and Market-related outcomes) which is
reinforced by the moderator. The results reached in this paper contribute to the literature of HR flexibility on firm
performance. The paper brings insight to the strategic role of Female leadership, so far as flexibility is concerned for higher
organizational capability.
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1. Introduction

Every firm works towards its performance and to be
leading in whatever industry it finds itself. Human
Resource Flexibility (HRF) is a key gradient in the
achievement of excellence in the operations of a firm which
helps to strategically anticipate and respond promptly to the
changes that are surrounded by the business environment
[1-3]. Among developing countries, Ghana is one of the
fastest-growing economies in Africa with industrial
development in the various sectors being key in the
acceleration and sustainability of this economic growth,
with the aim of contributing to changing the country’s
current income level of lower middle income as described
by the World Bank with a GDP of $66.984 billion as at
2019. The various firms in different sectors in the economy
are surrounded by growing competition, waning operational
proceeds, dismissals, enterprise closures and merges, as

well as an ever-high-level degree of uncertainties,
organizations need to possess the ability to familiarize to
instabilities in demand and to changes in their environment
in order to survive or attain success.

Some scholars [4] argue that that HR flexibility is likely to
prevail over its advantages therefore in competitive environs,
HR flexibility is not needed because it affects the efficiency
and financial performances of firms due to the cost of
inculcating flexibility in the firm. Nevertheless, flexibility in
the workplace during the past two decades has introduced
optimistic changes in employees as well as organizational
performance and productivity. The concept of flexibility has
established freedom for businesses to think, experience, and
act to achieve organizational targets and objectives without
pushing considerable stress on reaching only the financial
goals of the organization as researchers have proposed it as a
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precious capability [5-7].

However, the contributing role of HR flexibility to the
preservation of organizational efficiency in turbulent
environs has not been sufficiently addressed. This is due to
some ambiguously drawn inferences on the causal
mechanism and moderating factors influencing HR flexibility
and Firm Performance (FP). There is therefore the need to
evaluate how flexibility advances the performance of a firm
as it has not been adequately researched empirically in
Africa.

A study by Agyemang and colleagues shows that
working-class women have not been participating as part
of the board of directors in Ghana due to the companies
not creating an enabling environment in their system of
governance [8]. Contemporary studies have established
that women are now crossing a milestone of a wide
spectrum of activities in modern times. Conversely,
leadership is not gender-specific, as it simply needs a
person who influences and encourages the realization of a
set of goals of a group of people. Not only can gender all-
inclusiveness in leadership concomitantly bring financial
return but goes beyond it.

Hence, to confront the topic at hand and the call made by
extant scholars to identify other variables to support the
literature, this study explores the impacts of HR flexibility on
firm performance. To bridge the existing HR flexibility-firm
performance literature gap in Ghana, the study hopes to make
important contributions to the literature. Further, the study
seeks to conduct research considering a moderator effect: the
impacts of female leadership on the HR flexibility of a firm
and its performance. By this, we are going to focus on HR
flexibility and its relatedness to the moderating variables at
the firm level.

First, unravel how performance (HR-related performance
and Market-related) is impacted across the dimensions of
flexibility (skill, behavior, and HR practices) in today’s
uncertain business environment. Second, explores how
female leadership affects the HR flexibility-firm performance
relationship.

Figure 1 is the research conceptual model showing the
moderating role of Female Leadership (moderator variable)
on HR Flexibility (independent variable) and Firm
Performance (dependent variable).

HR Flexibility
* Skill flexibility
* Behavior flexibility
* HR practice flexibility

Firm Performance

Female Leadership

Figure 1. Conceptual Model.

2. Literature and Hypothesis
2.1. Human Resource Flexibility and Firm Performance

In the field of Human Resource Management, several
scholars have desegregated the concept of flexibility to
elaborate on how leaders of firms can succeed in the rapid
and unpredictable change of events [1, 4, 9—11]. Flexibility is
a firm’s receptiveness to fluctuations and pressures
surrounding the firm which makes them readily and
effectually pursue the course of action to see these
competitive changes [4, 13]. Value is created from the
skilled, motivated, and empowered employees who generate
and deliver value which enables the firm to sell its goods and
services right to stakeholders and shareholders [13]. Research
has established that in a flexible work environment, the needs
of both the employers and employees are met, making
workplace flexibility a vital tool for retaining and engaging
employees, and can subsequently help organizations to attain
targeted goals [6].

Flexibility is regarded as an internal feature of a firm that
consists of skill flexibility, behavior flexibility, and HR
practice flexibility [10]. The measure of the outcome of a
firm’s functions and operations is firm performance. The
performance of a firm is not only measured financially. The
morale of employees, their retention, employee grievances,
employment relations, development of new products, net
profits of the firm, and sales or turnover are the indicators for
Human Resource related and Market-related performance.
Further research has indicated that employee skill, behavior,
and HR practices are significantly associated with an index
of firm financial performance and the general firm
performance [3, 15, 16].

Skill flexibility is the most important antecedent to
behavior flexibility and is generated in two ways. Existing
employees with broad varieties of skills and second,
employing skilled personnel. Employees may have a variety
of skills but being under-utilized to make way for
opportunities for the firm. Firms that employ people or
specialists with a variety of skills to provide the needed
flexibility to meet changing demands. The skill flexibility
that pertains to a particular firm could be difficult to imitate
as obviously skills play a role in the flexibility of a firm.

An employee can be highly motived to act flexibly but
lacks the required skills and knowledge to act accordingly.
Employee competence developed through flexible HR
skills, knowledge, attitude control, professionalism, and
experience positively and significantly correlated with job
satisfaction and firm performance [6]. Skill flexibility is a
source of competitive advantage to a firm as different
duties could be carried out to meet demands when the
need arises.

Behavior flexibility is the extent to which employees can
willingly switch to the contradicting change in situations by a
change in the behavior script, rather than simply applying
standard operations procedures [10]. Behavioral flexibility
plays an important role for people who work in a particular
firm. This is because it makes the firm capable of responding
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to the different demanding, dynamic, and competitive
conditions; for the reason of running organizational roles
successfully leading to competitiveness. Research concluded
that behavioral flexibility is significantly correlated with HR
flexibility and firm performance and negatively associated
with organizational role stress [17].

HR practice flexibility is the extent to which a firm's HR
practices can be quickly redeployed across various
situations of a firm. Training and development, employee
empowerment, employee communication, and participation,
among others, are the features of HR practice flexibility.
HR practice flexibility bring value. For instance,
compensation plans for employees induce behavioral
changes, as the compensation is based on how successful a
firm can be in different situations and aids in the
reconfiguration of the skills of the employees. Further
reports are in agreement with the proof that all these
flexible HR practices have a positive correlation with firm
performance [16, 18]. This flexibility is difficult to imitate
through its responsiveness to turbulent environs a firm finds
itself in a strategic consistent manner [15]. Hence, with the
introduction and implementation of the various variables
under HR practices with practical examples as training and
development, and employee empowerment among others,
these three dimensions of flexibility (skill, behavior, and
HR practice flexibilities) merged will in turn impact
positively on the performance of the firm. Thus, with the
above argument, the hypothesis is:

Hypothesis 1. Human Resource Flexibility positively
relates to firm performance.

Hypothesis la. Skill Flexibility positively relates to firm
performance.

Hypothesis 1b. Behavior Flexibility positively relates to
firm performance.

Hypothesis 1c. HR practice Flexibility positively relates to
firm performance.

2.2. Female Leadership as a Moderator

Taking into account how necessary it is for firms to be
performant, the need to be transparent, communal, relation-
oriented, nurturing, and ethically behaved is ideally
unmistaken. Females in leadership positions are important to
be internalized in a firm in order to see to the
transformational goal to be implemented and survive in an
organization [19]. This is because the aforementioned traits
such as being nurturing and communal are dominant in
females. There are technical aspects in every organization
that needs adjustments to be made willingly and strategically
in order to create an enabling environment to implement HR
flexibility patterns.

Scholars have recommended that the feminine way of
governance needs to be accentuated due to its participative
and open communication nature [20]. There is a need for
leadership to acclimate the feminine relational qualities, such
as warmth, understanding, assertiveness, and sensitivity. The
natural multitasking abilities that women play in their daily
lives supplements their peculiar way of life. It enriches

leadership skills of which provides them with an advantage
in the work setting. This trait reinforces the flexibility
dimensions as skill flexibility through inspiring multitasking,
behavior flexibility by encouraging adjustment to situations
in the workplace, and HR practice flexibility encouragement
by the extent to which HR practices could be easily
redeployed.

Women adjust more to change than men do, they are
attentive to the development of the people they work with
through listening and encouraging them to do things in a
different but original way as they are ethical and inspirational
[21]. Females are better facilitators of features such as being
diverse in nature, transparent and democratic to facilitate
firm flexibility [22]. Behavior flexibility is to adjust to
conducts in different situations, the extent to which the
present procedures for selecting, developing, motivating, and
retaining employees can be applied to a wide range of
environmental contexts [13, 22, 23]. Transformational female
leaders have a persuasive behavior of motivating employees
and developing their self-interest for the firm as the willing
and differing switch of the routine manner (behavior
flexibility) of employees in a firm [19].

Development of new skills from existing skills and the
ability to efficiently use them is critical. Females are better
collaborators of HR flexibility and firm performance.
Projections are hence made that firms who are HR
flexibility sensitive will better perform if females other than
males are in leadership positions. Their nature influences
behavioral scripts and skills as all responses received by the
firm are duly reflected, enabling firms to prudently
correspond with the available limited resources. Evidence
from the study shows that females leadership influences
performance and indicates that Cooperate Social
Responsibility Disclosure in Ghana grows when females
serve on the board [22, 8].

Again, a study probing 239 microfinance institutions in 73
countries globally on the link between female leadership,
firm performance, and corporate governance in a global
panel revealed that female CEOs and chairpersons of boards
are positively related to microfinance institutions
performance [24]. Despite the shortcomings faced with
females being in leadership positions, this role informs others
about exceptional skills when organizational competency is
achieved through its flexibility practices in light of leading to
performance. It is hypothesized that:

H2. Females Leadership reinforces the impact of Skill
flexibility on firm performance.

H2a. Females Leadership reinforces the
Behavior flexibility on firm performance.

H2b. Females Leadership reinforces the impact of HR
practice flexibility on firm performance.

impact of

3. Methodology
3.1. Sample and Research Design

The study employed the quantitative research approach
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conducting a questionnaire-based survey in relation to the
literature reviewed. The population of the study included
202 HR Managers spread across Ghana. Responses showed
that 59% were males and the remaining 41% were females
with educational levels of 51% being Bachelor degree
holders, 48.5% being Master’s degree holders and, 5%
being Ph.D. holders. 35% of the respondents were from
manufacturing and the remaining 65% from the service
industry with 86% of the sample size having work
experience of zero to ten years and 14% having worked for
more than ten years. Small, medium and, large firm sizes
recorded 23%, 64% and, 13% respectively. In addition, 52%
of the respondents came from the public sector firms, 42%
from private and, the remaining 6% from public-private
firms.

3.2. Software and Data Analysis

The data was analyzed using SPSS version 25, AMOS
version 26.0, and Andrew F Hayes Process Macro version
3.5. Analysis was initially conducted in SPSS to ensure that
the data was suitable. Exploratory factor analysis (EFA) and
a model fitness were conducted. Confirmatory factor
analysis (CFA) in AMOS was used to extract the number of
latent factors and verify the measurement structure of all
the attributes respectively. The functions of chi-square,
degrees of freedom (df), comparative fit index (CFI),
normed fit index (NFI), the goodness of fit index (GFI),
adjusted goodness of fit index (AGFI), incremental fit index
(IFL), parsimonious comparative fit index (PCFI), and the
root mean squared error of approximation (RMSEA) are
reported. Fit indices were in the acceptable range agreed by
various scholars [25]. The previous study recommends that
Cronbach’s alphas greater than or equal to 0.7 are
considered acceptable [26]. To reflect a satisfactory fit, the
fit indices values are shown for the CFA. A regression
analysis was conducted to test moderation through the
interaction term.

3.3. Measures

Firm performance — a comparative assessment of firm
performance was adapted [12]. The performance objective
indicators made up of Human Resource related (morale of
employees, retention of employees, and employment
relations) and Market-related (were sales/turnover, net profit,
and new products development) indicators were highly
correlated to the perceived measure of firm performance.

HR Flexibility — HR flexibility measurement was adapted
[7, 14].

Moderator variable - Female in leadership positions which is
a construct of five items was adapted to assess leadership [27].

Control variables - three control variables were used: firm
size (small, medium, or large), industry type
(manufacturing/service), and firm nature (government-
owned, private owned, and government-private owned).

4. Results and Discussion

Exploratory factor analysis followed by confirmatory
factor analysis was conducted before testing for the
hypothesis to assess if the response were distinguished by
respondents. A measurement fit conducted had a chi-square
value of 320.393 with df 110 (p < 0.05). Reliability, which
shows the internal consistency, denotes the homogeneity of
the items that make up the measurement scales. A stronger
relation between latent constructs shows when the correlation
between inter items is also strong. For this reason, a
reliability test was carried out in Table 1. Cronbach values
were all above 0.7 signifying the internal consistency.

Table 2 shows the mean and standard deviations among
projected parameters of the research model. The goodness of
fit meets the accepted recommended levels in Table 3. The
parameters show that HR Flexibility and its dimensions are
positively correlated to each other and to firm performance as
expected.

Table 1. Scale measurement.

Variables No. of Items Mean SD Cronbach’s alpha (a)
HR Flexibility Skill flexibility (SF) 5 9.80 2.584 .834
Behavior flexibility (BF) 5 10.81 2.842 751
HR practice flexibility (HRPF) 5 11.30 3.016 .802
Total 15 31.91 7.450 855
Firm Performance FP1 1 1.91 723 734
FP2 1 223 811 751
FP3 1 2.03 749 754
FP4 1 2.14 .805 756
FP5 1 2.09 723 761
FP6 1 2.44 766 771
Total 6 12.85 3.188 187
Female Leadership FL1 1 223 998 766
FL2 1 2.13 812 746
FL3 1 2.18 .829 135
FL4 1 2.32 .863 761
FLS 1 2.45 972 137
Total 5 11.31 3.306 789
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Table 2. Descriptive statistics, mean and standard deviation.

Ttem Mean SD HRF  SF BF HRPF  FP HRRP  MRP FL.  Industry Lrm  Firm
size nature
HRF 319 745 1
SF 980  2.58 0850 1
BF 108 284 0905 0673 1
HRPF 1130 3.02 0889 0609 0716 1
FP 129  3.19 0577 0472 0488  0.562 1
HRRP 617  1.87 0540 0450 0437  0.536 0881 1
MRP 667 178 0468 0374 0416 0445 0868  0.530 1
FL 1131 331 0516 0351 0516 0488 0465 0376 0.440 1
Industry 165 048 0078 0080  0.133  -.002 0066  0.091 002  -012
Firm size 190 059 0111 0095  0.131 0070 0032 0034 0021 0082 0405
Firm nature 154 0.61 -004  -026  -043  -.043 0020  0.065 -.032 -001 0248 0.492
Skill flexibility
HR related
R*= .67

Behavior flexibility Firm Performance

R’=.58

HR Flexibility

Market related

R’= .61
HR practice N
fexibilit B=.94*
exibility FS Industry FN
Note: FS - Firm size, FN - Firm nature * p < 0.05
Figure 2. Structural analysis model.
Table 3. Goodness of fit indices.

Estimated model X df RMESA NFI GFI AGFI IFI CFI PCFI
Model fit values 320393  110.00  0.09 0.74 0.85 0.80 0.81 0.81 0.65
Recommended acceptance level Lower than 0.1 Closet0 0.9 Closeto 0.9 Closeto 0.9 Closeto0.9 Closeto 0.9 above0.5

With postulations from hypotheses 1, 1a, 1b and, 1c, 1 (r HIld are supported. Behavior flexibility was the least
=.73,p=10.05), la (r=.94, p=0.05), 1b (r=.90, p =0.05)  correlated among the magnitude of correlation between the
and lc (r = .94, p = 0.05). Therefore, Hla, Hib, Hlc and,  dimensions to performance.

Table 4. Interaction term summary.

. 2
Moderation Model g‘(‘)l"pe“de“t variable f:et;'ﬁcien . R’ g(;c‘;',;‘g se t p LLCI  ULCI
SF, FL, SF_FL, FP SF 0651 6076 0439 0175 37140 0003 0305  .0997
BF, FL, BF_FL, FP BF 0418 57920353 0129 32447 0014 0164 0673
HRPF, FL, HRPF FL,FP  HRPF 0318 6212 0225 0118 2.6941 0077  .0085 0552

Examination of the interaction term shows the enhancing  practice flexibilities increases respectively in Tables 5, 6, and
effects that as female leadership increases, the firm 7 conditional effect indices.
performance that is impacted through skill, behavior, and HR

Table 5. Conditional effect of FL on SF and FP.

Focal predict: Skill flexibility
Moderator variable: Female Leadership

Conditional effects of the focal predictor at the values of the moderator

FL Effect se t p LLCI ULCI
9.000 2526 .0891 2.8367 .0050 .0770 4282
11.000 .3829 0757 5.0602 .0000 2337 .5321

15.000 .6433 .0932 6.9006 .0000 4595 .8272
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Tables 4, 5, 6 and, 7 show the statistics of the structural
equation of the moderator effect done using Andrew F. Hayes
Process Macro version 3.5. The indices of the interaction
term from Tables 4 and 5 show that the p value is significant
and zero does not exist in the lower and upper-level
confidence interval. In addition, there is an R square change.
The conditional effects show that the relationship is
moderated at the lowest value at the 16™ percent. At its 50™
percentile, the conditional effect of Female leadership as a
moderator between Skill flexibility and performance is
medium. At the 84" percentile, the conditional effect is at its
maximum level of (B = .6433, p > 0.05) between Skill
flexibility and Firm performance. H2 is supported.

Table 6. Conditional effect of FL on BF and FP.

Focal predict: Behavior flexibility

Moderator variable: Female Leadership

Conditional effects of the focal predictor at the values of the moderator

FL Effect se t P LLCI ULCI
9.000 2027 .0932 2.1742 .0309 .0188 .3865
11.000 .2864 .0810 3.5358 .0005 1266 4461
15.000 4537 .0793 5.7211 .0000 2973 .6101

The p value from Table 4 depicts the non-existence of zero
in the lower and upper-level confidence interval. With a
continual increase (§ =.2027, p > 0.05; p = .2864, p > 0.05; B
= 4537, p > 0.05) in the conditional effect of the moderator
variable (Female Leadership) at the low, medium and
maximum levels of percentiles of 16" 50" and 84"
respectively. These results support the postulation that the
relationship between Behavior flexibility and Firm
performance is stronger in the presence of Female leadership
in Table 6. H2a is supported.

Table 7. Conditional effect of FL on HRPF and FP.

Focal predict: HR practice flexibility

Moderator variable: Female Leadership

Conditional effects of the focal predictor at the values of the moderator

FL Effect se t P LLCI ULCI
9.000 .3454 .0806 4.2878 .0000 1866 .5043
11.000 4091 .0705 5.8055 .0000 .2701 .5481
15.000 .5365 .0726 7.3894 .0000 .3933 .6796

Tables 4 and 7 shows the results of moderation between
the dependent and independent variable. Zero does not exist
in the confidence levels. The beta of the dependent and
independent variable is increased from the low to the
maximum conditional effect (f = .3454 to B = .5365, p >.05)
of the moderator. The HR practice flexibility and firm
performance relationship are reinforced in the presence of the
moderator. H2b is supported.

Viewing from a theoretical point, the research presented
validates the need for a broadening of contextual factors
regarding HR Flexibility-firm performance relationship, with
a focus on the causal mechanism embedded in this relation.
The contribution that this study makes to the existing
literature is the results drawn from the study as Female
leadership moderates HR Flexibility on the firm's HR-related

(morale of employees, retention of employees, employment
relations) and Market-related (sales/turnover, net profit, new
products development) performance of firms in the dynamic
business environments. In the HR flexibility study, this
novelty allows for better understanding. This study offers a
comprehensive view of flexibilities simultaneously. Our
findings are consistent with other studies [1, 14] as a key
ingredient of competitive advantage.

Unlike other studies, this paper analyses skill, behavior,
and HR flexibilities, which enables us to assess each of the
flexibilities dimensions' contribution to the performance
measure. Through this study, knowledge is broadened on the
impact of flexibility on other performance measures other
than financial only.

The constituents were studied through testing for the
interaction term of female leadership and the three
dimensions of flexibility through the interaction model in the
regression analysis. We found that skill flexibility, behavior
flexibility and, HR practice flexibility had positive relation to
performance. Female leadership moderates HR practices
higher than skill flexibility and behavior flexibility. When
female leadership moderates the HR flexibility and firm
performance relationship, the advantage it gives to the firm
becomes higher. The Goodness-of-fit showed a good fit and
the structural model showed strong and significant path
loading for the important linkages under consideration. A
significant moderator effect of Female leadership is
established. From the descriptive statistics, it is found that
HR Flexibility impacts the performance of the firm.

5. Conclusion

The results show the moderation ability of Female
leadership as a reinforcement to the HRF and Firm
performance relationship. A stream of research depicts the
Human Resource Flexibility-firm performance relation was
tested and established around the world. Global competition
facing organizations in today’s world to be performant and
thrive is imperative to employ HR Flexibility as a strategic
tool [6]. These results underscore the importance of HR
flexibility. HR flexibility brings out diversity and uniqueness,
shared duty or guidance, robustness, among others within
employees [1]. It is unmistakable that Human Resource
flexibility activities have a relevant impact on firm
performance, as competitors cannot easily imitate it. It is
worth noticing that critical and strategic thinking, genuine
concern for others’ well-being and development,
empowerment, delegation, and development of leadership
potentials of firms are well-fortified when females are in
leadership positions. Human resource flexibility certainly
betters’ skills, alters behavior, and quickly reorganizes HR
practice for the forward movement of firms. It is important
for firms to encourage the activities of Human Resource
flexibility by creating a supportive environment such as
allowing for Female leadership for its functioning leading to
the performance of a firm.
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5.1. Research Implication

This study provides bases of motivation for managers to
analyze and expand their HR flexibility system, taking
advantage of the different combinations of the dimensions of
flexibility with females in leadership positions for operative
utilization of human capital in their organizations base on
today’s unanticipated business environment. The study
provides a conceptual framework, creating the basis for future
researchers to further study. In practice, for the attainment of
better performance and dominance in an industry, managers of
firms need to foster HR flexibility system with female
leadership roles. A firms’ development of new products, net
profits, sales, retention of its employees, and their employment
relation as indicators of performance are improved. As shown
in the research findings, the creation of such an environment
coupled with emphasizing the HR practices, skill, and behavior
flexibilities of the firm yields an advantageous end.

5.2. Research Limitation

Data were derived from questionnaires distributed and
collected from managers of different industries in Ghana.
Future research on this can be done in other countries or
continents with specifics on one particular industry. The
possibility of a social desirability bias is suggested to be a
limitation in this study [23]. Though guaranteeing the
anonymity of the data collected during the survey, managers
may over-report desirable firm profiles, in particular
concerning female leadership. Because social desirability
bias may affect the validity of survey research findings,
future studies should initiate techniques to prevent or reduce
this bias. We specifically believe it is important to attach
substantial concern to this matter.

Further studies could consider both genders to draw
conclusions to contribute to the literature. One rater (HR
managers) is used in this study. Following studies could use
two or more, for example, the HR manager and the head of
units or departments of the firm. Hence the need to perform
multilevel studies to validate conclusions drawn on the
current study.

Other classifications or theories [9] under HR flexibility
could be studied together with other moderating variables
used to determine other performance indicators such as
employee outcome (e.g. job satisfaction, job performance).
Other conceptual cultural traits aside from developmental
culture could be considered.
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