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The impact of boundary spanning activities and
research orchestration in improving performance of
Indonesian state-owned bank branches
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State-owned enterprises have responsibilities to conduct head office’s strategies to make

profits, to execute public programs and obligations, to maintain their viabilities, to serve

customers, and to manage employees. Those prompt their branch managers not only to

explore their environment but also to face a goal conflict situation. This study is to investigate

the effects of branch managers’ boundary spanning activities and resource orchestration on

the performance of branch offices in the dynamics of environmental uncertainty and goal

conflict. This study employs structural equation modeling on one of the most prominent

state-owned banks in Indonesia, with 201 branch offices as the unit of analysis, and 186

branch managers as respondents. The results of this study show that boundary spanning

activities have a positive and significant relationship with resource orchestration. Meanwhile,

both boundary spanning activities and resource orchestration are to influence the perfor-

mance of branch offices. However, the influence varies widely, depending on environmental

uncertainty and goal conflict experienced by branch managers. Furthermore, this study delves

into an interesting phenomenon, that goal conflict situation, instead of reducing boundary

spanning activities, it increases them but has no impact on resource orchestration. This

closely relates to the culture of Indonesia as a nation with high power distance, low indivi-

dualism, low masculinity, and low indulgence which represent preferences to prioritize

workplace harmony, obey supervisors, and be loyal to the workplace.
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Introduction

State-owned Enterprises (SOEs) are regulated by the state
through full, majority, or significant minority ownership
(ADB Institute 2017). By managing services in various

essential and strategic sectors, SOEs make substantial contribu-
tions to the economic development, public well-being, and sound
public finances of numerous developed and developing countries
(ADB Institute 2017; IMF 2020; OECD 2021; ADB 2022).
According to the 2017 OECD study of thirty-nine countries,
excluding China, SOEs employ more than 9.2 million people and
being worth $2.4 trillion (IMF 2019). SOEs have the potential to
play a vital role in addressing technological disruption, digital
transformation, and climate change (ADB 2022).

Governments have utilized SOEs including state-owned banks
(SOBs) for assistance in the management of crises, such as the
COVID-19 pandemic, during which SOEs have actively sup-
ported the public health emergency and the recovery process of
the economic crisis that followed (IMF 2020; ADB 2022). In
many countries, SOBs are even required to provide loans to
families and micro-, small-, and medium-sized enterprises (IMF
2020; Panizza 2023). This is in line with the social and develop-
mental, also political and institutional functions of SOBs
(Sapienza 2004; Douglas 2008; La Porta et al. 2002).

Currently, SOBs are dealing with a volatile, uncertain, complex,
and ambiguous environment (Bennet and Lemoine 2014), and
also with a variety of external factors, e.g., unpredictable customer
needs, intense competitions, dominance of technological change,
digital transformation, and the COVID-19 pandemic (Carbonara
and Caiazza 2010; Bai et al. 2020; Nachit and Belhcen, 2020;
OECD 2020). To maintain their profitability and going concern,
SOBs’ business lines including branch offices must be flexible and
adaptive to environmental changes and uncertainties (Delozier
and Burbach 2021; Zhang and Li 2021). Those are affecting long-
term strategic planning and innovation performance of banks
(Javidan 1984), reducing the availability of bank financing,
threatening the efficiency and operational performance of banks,
and declining the stability of the banking sector (Baum et al.
2021). The greater the environmental changes and uncertainty,
the more branch managers of SOBs need to do boundary span-
ning activities (Zhang and Li 2021).

An organization have an interdependent relationship with their
environment (Monteiro and Birkinshaw 2016), and will be
dependent on its environment not only to get critical resource
inputs, but also to distribute products and services as the outputs
(Aldrich and Herker 1977). Boundary spanning activities are
skills for building connections that transcend institutional, pro-
fessional, organizational, or related boundaries (Burbach et al.
2023), such as negotiations, contracting, and cooperation build-
ing, as to manage interactions across boundaries (Stock 2006). In
general, there are multi levels of actors in an organization that
contribute to boundary spanning activities, namely top manage-
ment, middle management (including branch managers), and
lower management which consists of supervisors and staffs
(Dasgupta 2015; Haas 2015; Alfoldi et al. 2017; Natarajan et al.
2019; Drion 2021). When handling customers, branch managers
undertake boundary spanning activities, such as communicating
customer needs to management, representing the bank to the
customers and other parties, and acting as ambassadors, task
coordinators, scouts, guards, and service providers (Ancona and
Caldwell 1992; Bettencourt et al. 2005; Brion et al. 2012; Sub-
ramony et al. 2021).

Besides performing boundary spanning activities, branch
managers must be able to use available resources and orchestrate
them efficiently. The concept of resource orchestration explains
how managers combine firm resources effectively to achieve
performance (Hughes et al. 2018) and emphasizes that the

superior performance of a firm could be manifested through
combination of resources, capabilities, and managerial acumen
(Helfat et al. 2007; Sirmon et al. 2007; Sirmon et al. 2011).
Boundary spanning activities and resource orchestration are two
crucial daily works of SOBs’ branch managers, which significantly
influence the performance of the branch office through customer
satisfaction (Bergami et al. 2021) and organizational resilience
(Ahmed 2022).

Furthermore, their role as branch managers often put them in
an intra-individual goal conflict situation of two opposites, for
example, between their job to generate profit and their respon-
sibility as financial intermediaries to national economic recovery
programs (Gorges and Grund 2017; Jaser 2021). SOBs branch
managers work amidst these conflicting goals, while attempting to
respond to pressures from their head offices (Boelens 2020) and
to reduce goal conflict which appears because of institutional
logic (Keij and van Kranenburg 2022).

This study evaluates the impacts of perceived environmental
uncertainty and intra-individual goal conflict experienced by
SOBs’ branch managers on the boundary spanning activities and
resource orchestration which they do to improve the performance
of their branch offices. Several previous studies on this topic have
found a link between perceived environmental uncertainty and
boundary spanning activities (Leifer and Huber 1977; Leifer and
Delbecq 1978; Schwab et al. 1985; At-Twaijri and Montanari,
1987); between perceived environmental uncertainty and resource
orchestration (Ahuja and Chan 2017; Badrinarayanan et al. 2018;
Choi et al. 2020; Chen and Tian 2022; Temouri et al. 2022); and
between resource orchestration and perceived organizational
performance (Wales et al. 2013; Miao et al. 2017; Tuo-Chen and
Qiao 2017; Peat and Permann-Graham 2020; Kristoffersen et al.
2021). Furthermore, previous studies only examine the indirect
impacts of intra-individual goal conflict on boundary spanning
activities (Schotter and Beamish 2011), indirect impacts of intra-
individual goal conflict on resource orchestration (Omotosho and
Anyigba 2019), and indirect impacts of boundary spanning
activities on resource orchestration (Merindol and Versailles
2018).

This study aims not only to confirm the findings of previous
studies but also to provide novelty to researches on the direct
impacts of intra-individual goal conflicts on both boundary
spanning activities and resource orchestration, as well as the
direct impacts of boundary spanning activities on resource
orchestration.

State-owned banks in the Indonesian context
According to Article 2 Paragraph 1 of the Law Number 19 of
2003 of the Republic of Indonesia on SOEs (Law Number 19,
2003), SOEs have five purposes as follows: 1) to contribute to the
development of national economy; 2) to gain profits; 3) to provide
high quality and adequate goods and/or services; 4) to become
pioneers in any business activities that have not been carried out
by private sector and cooperatives; and 5) to provide guidance
and assistance to entrepreneurs from lower economic class,
cooperatives, and the community. Thus, apart from being
demanded to be able to survive and to gain profits for the gov-
ernment, SOEs must also give access to financial services for
Indonesian people, particularly those living in underdeveloped
areas of Indonesia.

In Indonesia, there are four SOBs, which constitute one of the
four most prominent SOEs clusters that make the highest profit
contribution for Indonesian government, along with the energy
cluster, the telecommunications and media cluster, and the
mineral and coal cluster (The Ministry of State-Owned
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Enterprises of the Republic of Indonesia 2022). The four SOBs
dominate the Indonesian banking industry as shown in Table 1.
The Government of Indonesia needs to maintain the existence of
healthy SOBs to be able to serve their financial intermediary
function properly and generate profits for the government
(Gianni et al. 2020). In addition, as assessed by Fitch (www.
fitchratings.com), Indonesian SOBs play a significant role in
supporting the government’s programs to develop micro, small,
and medium enterprises, which is difficult or even almost
impossible for private banks to offer (Special Report: Indonesian
State-Owned Banks – Peer Review 2023).

Historically, based on information taken from the annual
reports of all SOBs, the four Indonesia’s SOBs consist of three
Dutch banks from the colonial era of the Dutch East Indies
Government in Indonesia that have been nationalized and
another bank which is the first and oldest to be established and
owned entirely by the Indonesian government. As the first bank
belonging to the Republic of Indonesia, the latter bank was ori-
ginally established as a central bank but was later mandated other
functions as a development bank and finally as a state-owned
commercial bank with the aim of improving the economy of
Indonesian people and participating in national development.
This SOB has a long and unique history along with the history of
Indonesian independence also becomes the first Indonesian SOB
to officially have foreign branches. These facts underlie the rea-
sons for conducting this study in this state-owned bank.

Indonesian Ministry of SOEs has core values for all SOEs
including SOBs those are: trustworthy, competent, harmonious,
loyalty, adaptive, and collaborative (www.bumn.go.id). Those
values are implemented to be SOBs’ shared identity and daily
shared corporate culture for sustainable performances, not only
for employees but also for managements. Besides that, the
domination of those four SOBs in Indonesian banking industry is
seen from the number of their networks (51.65%), third party
funds (41.26%), and assets (40.72%) comparing to other regional
development and commercial banks. Hence, the selection of the
examined Indonesian SOB was expected could represent Indo-
nesian SOEs in common.

Literature review and hypothesis development
This study aims to investigate the effects of perceived environ-
mental uncertainty and intra-individual goal conflict experienced
by the SOB’s branch managers on their boundary spanning
activities and resource orchestration to achieve their goals set by
the head office as indicated by the perceived organizational per-
formance of the branch offices under their management.

Literature review
Perceived environmental uncertainty (PEUN). Perceived envir-
onmental uncertainty (PEUN) can be defined as an individual
perception of inability to accurately predict organizational
environment due to unavailability of information or inability to
distinguish between relevant and irrelevant data (Milliken 1987);
insufficient information about environmental activities and/or
inability to predict external changes and their impacts on orga-
nizational decisions (Sawyerr 1993); or the lack of important
information about the business environment experienced indi-
vidually by each member of the management (Duncan 1972;
Jahanshahi and Brem 2020). Milliken (1987) classified environ-
mental uncertainty into three types: 1) state uncertainty, the
inability to predict environmental conditions; 2) effect uncer-
tainty, the inability to predict the impacts of the environmental
changes; and 3) response uncertainty, the inability to predict the
consequences of a response choice to environmental change. T

ab
le

1
C
om

po
si
ti
on

of
In
do

ne
si
an

C
on

ve
nt
io
na

l
B
an

ki
ng

In
du

st
ry
.

N
o.

T
yp

e
of

B
an

ks
N
o
of

B
an

k
%

N
et
w
or
k/

B
ra
nc
he

s
%

T
hi
rd

P
ar
ty

Fu
nd

s
(I
D
R
,
in

B
ill
io
n)

%
A
ss
et
s
(I
D
R
,
in

B
ill
io
n)

%

1.
S
ta
te
-O

w
ne

d
B
an

ks
4

3.
74

%
13
,2
71

5
1.
6
5%

3,
10

0
,7
8
4

4
1.
26

%
4
,1
4
5
,3
27

4
0
.7
2%

2.
R
eg
io
na
l

D
ev
el
op

m
en

t
Ba

nk
s

27
25

.2
3%

4
0
15

15
.6
3%

71
3,
23

4
9
.4
9
%

8
8
1,
4
71

8
.6
6
%

3.
D
om

es
tic

Pr
iv
at
e

Ba
nk
s

6
8

6
3.
55

%
8
,3
8
6

32
.6
4
%

3,
4
6
9
,2
74

4
6
.1
6
%

4
,6
75

,6
8
0

4
5.
9
3%

4
.

Br
an
ch

O
ffi
ce
s
of

Fo
re
ig
n
Ba

nk
s

8
7.
4
8
%

23
0
.0
9
%

23
2,
24

6
3.
0
9
%

4
78

,2
8
5

4
.7
0
%

T
ot
al

10
7

10
0
%

25
,6
9
5

10
0
%

7,
5
15
,5
38

10
0
%

10
,1
8
0
,7
6
3

10
0
%

So
ur
ce
:I
nd

on
es
ia
Ba

nk
in
g
St
at
is
tic

s,
Fi
na
nc
ia
lS
er
vi
ce
s
A
ut
ho

ri
ty

R
ep

ub
lic

of
In
do

ne
si
a,
V
ol
.2

0
N
o.
6
,M

ay
20

22
.T

he
fi
rs
t
ro
w
"S
ta
te
-o
w
ne

d
Ba

nk
s"

is
bo

ld
to

sh
ow

an
d
to

em
ph

as
is
th
e
di
ff
er
en

ce
be

tw
ee
n
So

Bs
an
d
no

n-
So

Bs
.M

ea
nw

hi
le
,t
he

la
st

ro
w
(t
ot
al
)
is
bo

ld
to

pr
ov
id
e

th
e
ba
si
s
fo
r
th
e
m
ea
su
re
m
en

t
of

al
l
"%

"
co
lu
m
ns
.

HUMANITIES AND SOCIAL SCIENCES COMMUNICATIONS | https://doi.org/10.1057/s41599-024-02831-x ARTICLE

HUMANITIES AND SOCIAL SCIENCES COMMUNICATIONS |          (2024) 11:493 | https://doi.org/10.1057/s41599-024-02831-x 3

http://www.fitchratings.com
http://www.fitchratings.com
http://www.bumn.go.id


Intra-individual goal conflict (GCFL). Goal conflict is one of the
crucial factors in motivation theory (Gray et al. 2017). According
to Locke and Latham (2006), goal setting and target fulfillment
affect task performance. However, problems arise when an indi-
vidual is assigned multiple goals at the same time; if these multi-
goals lead to unbalanced/incongruent results or competition for
the same resources, goal conflict will occur (Gray et al. 2017;
Gorges and Grund 2017). Intra-individual goal conflict (GCFL) is
the degree of incompatibility between expected performance and
multi-goals assigned (Locke et al. 1994; Slocum et al. 2002). GCFL
can be categorized into three groups: 1) conflict between assigned
external goals and personal goals; 2) conflict between tasks those
must be completed at the same period of time; and 3) conflict
between multiple targets of the same task (Locke et al. 1994;
Locke and Latham 2002; Slocum et al. 2002).

Boundary spanning activities (BSAC). Boundary spanning activ-
ities (BSAC) can be defined as connecting pins between the
organization and its environment (Organ, 1971). BSAC can be
classified into several sets of categories, i.e., ambassador, task
coordinator, scout, and guard activities (Ancona and Caldwell
1992); spearheading, facilitating, reconciling, and lubricating
(Birkinshaw et al. 2017); selecting (guard and scout), translating
(ambassador and interpreter), and connecting (task coordinator
and entrepreneur) (van den Brink et al. 2019); and external
representation, information processing, and networking (Wu
2022). According to Karimikia et al. (2022), BSAC are conducted
by individuals, teams, and organizations to implement processes,
strategies, or behaviors to accelerate decision making, conflict
resolution, learning, and innovations. Meanwhile, Santistevan
(2022) argued that coordination through BSAC is done to facil-
itate lateral collaboration and alignment within an organization as
an effective bridge between units in the organization.

Resource orchestration (ROCR). The concept of resource orches-
tration (ROCR) explains how managers combine company
resources effectively to achieve performance targets (Hughes et al.
2018); it is a combination of resources and capabilities as well as
managerial acumen to realize organization performance (Helfat
et al. 2007; Sirmon et al. 2007; Sirmon et al. 2011; Chadwick et al.
2015). ROCR is rooted in asset orchestration and resource
management (Sirmon et al. 2007; Helfat et al. 2007; Sirmon et al.
2011). Asset orchestration comprises of two processes, namely
search/selection and configuration/deployment (Helfat et al. 2007;
Peuscher, 2016), whereas resource management consists of three
processes, i.e., structuring, bundling, and leveraging (Sirmon et al.
2007). Hitt et al. (2011) described ROCR as a managerial action in
the process of structuring a firm’s resource portfolio, bundling
resources to develop relevant capabilities, and leveraging these
capabilities to gain various competitive advantages. ROCR is a
combination of the roles of top, middle, and lower managements
(Chadwick et al. 2015). In performing ROCR, synchronization of
all levels is highly necessary so that middle managers are not only
able to achieve goals but also give corrections for dyadic infor-
mation flow between levels (Carnes et al. 2022).

Perceived organizational performance (PPER). Firm or organiza-
tional performance is the most relevant variable in studies on
organization and strategic management (Santos and Brito 2012;
Miller et al. 2013). The problem is often about understanding
how a firm can gain sustainable competitive advantages to pro-
duce sustainable superior or above-average performance (Tang
and Liou 2010). Measurement of organizational performance can
be taken using two models: objective (independent and distant
from the observer, not too biased, but not always available all the
time); and subjective (usually depending on and involving

perceptions, opinions, impressions, and assessments from the
observer); which subjective performance measurement can be an
alternative if no objective performance measurement is available
(Richard et al. 2009). Singh et al. (2016) stated that subjective or
perceived organizational performance (PPER) measurement data
from managers are consistent, valid, and reliable, making it
possible to use them as research data. The concept of PPER refers
to the subjective measurement from employee perceptions of
overall organizational performance compared to competitors in
the same sector, strategies, and reward system (Berberoglu 2018).

Hypothesis development
Relationships between perceived environmental uncertainty
(PEUN), boundary spanning activities (BSAC), and resource
orchestration (ROCR). SOBs’ branch managers who have high
PEUN tend to perform more BSAC (Au and Fukuda 2002). If
they have experiences in serving various functions, this leads to a
higher contribution rate in doing BSAC (Ancona and Caldwell
1989). According to Leifer and Huber (1977), PEUN has a
positive relationship with BSAC only if the structure of the
organization is designed to respond to environmental changes.
This is in line with another study by At-Twaijri and Montanari
(1987) which found that PEUN significantly and positively
influences BSAC. Furthermore, BSAC reduces information
asymmetry and eventually increases the level of the firm’s stra-
tegic communication, thereby increasing the firm’s trustworthi-
ness, although BSAC has no direct impact on the firm’s
performance (Zhang et al. 2015). However, Au and Fukuda
(2002) rejected the hypothesis that the higher the PEUN the
higher the BSAC. Lysonski and Woodside (1989) explained that
PEUN has a negative relationship with BSAC; the level of BSAC
decreases if PEUN increases; but this can only occur because of
the inability of managers to deal with higher PEUN so that they
passively follow organizational policies and decisions.

Ahuja and Chan (2017) argued that PEUN moderates
(strengthens/weakens) the stages of ROCR (Sirmon et al. 2007).
Meanwhile, Badrinarayanan et al. (2018) suggested that the more
complex the PEUN the greater the level of ROCR. According to
Choi et al. (2020), entrepreneurial orientation has a strong and
positive impact on performance when PEUN and ROCR are at
high intensity. Furthermore, an effective and synergic combina-
tion of PEUN and ROCR will result in the achievement of digital
transformation (Chen and Tian 2022), and the higher the PEUN
the higher the tendency of the organization to choose new
business exploration as part of ROCR (Temouri et al. 2022).

From the explanations above, the first hypothesis of this study
is that PEUN has a positive influence on both BSAC and ROCR,
with sub-hypotheses as follows:

H1.a. PEUN has a positive influence on BSAC.

H1.b. PEUN has a positive influence on ROCR.

Relationships between intra-individual goal conflict (GCFL),
boundary spanning activities (BSAC), and resource
orchestration (ROCR). Based on the previous literatures, there are
almost no direct relationships investigations found between
GCFL, BSAC, and ROCR, but only the indirect impacts of GCFL
on BSAC (Schotter and Beamish 2011) and on ROCR (Omotosho
and Anyigba 2019); and of BSAC on ROCR (Merindol and
Versailles 2018). The majority related literatures are using other
organizational variables (goal commitment, goal difficulty, goal
priority, goal uncertainty, goal ambiguity, goal alignment, goal
diversity, and goal achievement or performance) as dependent
research variables. Some related literatures are as follows.
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GCFL reduces commitment to goals and decreases perfor-
mance (Locke and Latham 2013), reduces the achievement of new
goals (Kehr 2003), and is associated with the emergence of
uncertainty and ambiguity (Gupta et al. 1999). Slocum et al.
(2002) stated that GCFL has a negative influence on both goal
commitment and organizational performance (PPER). According
to Cheng et al. (2007), the more difficult the targets to be achieved
the higher the GCFL, and the higher the GCFL the lower the
PPER; thus, the difficult targets to achieve will indirectly lead to
low PPER through GCFL as the mediator. This is in line with a
study by Staniok (2014) which found that GCFL has a negative
impact on employee goal commitment and that it will
significantly and negatively moderate the relationship between
manager goal priority and employee goal commitment.

According to Omotosho and Anyigba (2019), GCFL experi-
enced by managers is a moderator of the relationship between
ROCR and PPER, where GCFL is goal alignment (in situations of
intense conflict) and goal diversity (in situations of more intense
conflict), while ROCR is the entrepreneurial process in the form
of strategic thinking, strategic planning, and exploitation of
capabilities.

Based on the explanation above, the second hypothesis as the
first novelty contribution from this study is that GCFL directly
has a negative influence on both BSAC and ROCR, with sub-
hypotheses as follows:

H2.a. GCFL has a negative influence on BSAC.

H2.b. GCFL has a negative influence on ROCR.

Relationships between boundary spanning activities (BSAC) and
resource orchestration (ROCR). A few studies about the link
between BSAC and ROCR already exist in the literature, but
mostly indirect relationships and in the lenses of BSAC as
enablers for ROCR (Merindol and Versailles 2018; Johnson
2007). According to Xue and Woo (2022), BSAC provides the
necessary resources to subordinates while simultaneously mana-
ging the external environment and creating organizational per-
formance. Meanwhile, BSAC also had roles to facilitate in
gathering resources and to support resource mobilization
(Wilemon 2014; Jun 2018; Wei et al. 2020). Cui and Han (2022)
wrote that the firm needs to build BSAC to obtain external
resources and to maximize ROCR process. Brion et al (2012)
emphasized that BSAC supported in accessing and enabling
ROCR such as: combining knowledge, coordinating with

stakeholders, and lobbying for top management support for
resources competition and managerial attention. However, there
is no direct and significant correlation between BSAC and PPER
(Satheesh et al. 2023).

The explanation above also underlies the second novelty
contribution from this study, the development of the third
hypothesis of this study is that BSAC has a direct positive
influence on ROCR as follows:

H3. BSAC has a positive influence on ROCR.

Relationship between resource orchestration (ROCR) and perceived
organizational performance (PPER). ROCR positively moderates
or strengthens the relationship between supply chain collabora-
tion and PPER (Tuo-chen and Qiao 2017), between HR system
and PPER (Peat and Permann-Graham 2020), and between
entrepreneurial orientation and PPER (Wales et al. 2013; Choi
et al. 2020). Miao et al. (2017) reviewed the relationship between
human capital and social capital with PPER, where ROCR
mobilizes firm resources and is proven to mediate the relation-
ship. Meanwhile, Kristoffersen et al. (2021) also found that ROCR
strongly and positively mediates the relationship between busi-
ness analytics capability and PPER. This explanation leads to the
development of the fourth hypothesis of this study as follows:

H4. ROCR has a positive influence on PPER.

The research model of this study is as seen in Fig. 1.

Method
Based on the development of the hypotheses, investigation was
performed on the relationship between variables using
covariance-based Structural Equation Modeling (SEM). This
study was held in one of the four Indonesian SOBs, namely the
first and oldest bank entirely established and owned by the
Indonesian government. The analysis unit of this study is the 201
branch offices of the SOB which perform complete bank business
and services (full branches or stand-alone branches). The popu-
lation is 201 branch offices, and the respondents are 186 branch
managers (92.54%) who are officially assigned as full-time man-
agers of the branch offices located in Indonesia, by excluding
temporarily branch managers and the managers of foreign branch
offices. Overall, 186 respondents were considered homogeneous,
more than 90% are male, more than 80% are 46 years old, 80.65%
of the total respondents have work experience of more than 20
years, 99.46% of them hold postgraduate degree, and all

Fig. 1 Research model. This figure shows four hypotheses between five variables that build this study’s research model.
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respondents (100%) represent 17 Regional Offices of the exam-
ined SOB.

The operationalization for each variable was completed with
variable definitions, dimensions, indicators/questionnaires, and
references. Research questionnaires use a 6–point Likert scale
starting from 1 (very disagree) to 6 (very agree). All questions are
adopted and translated to Indonesian from the literature, and
improvement were made through in-depth discussions with an
expert team from related SOBs. Necessary question addition and
wording modification were done to make the questionnaires
simpler, more contextual, and easier to understand.

The first variable, Perceived Environmental Uncertainty
(PEUN), is defined as the inability to accurately predict envir-
onmental changes as an impact of no relevant information
(Milliken 1987; Silva and Ferreira 2017). This variable consists of
three dimensions and ten indicators sourced from Silva and
Ferreira (2017). Some wordings in the questionnaire on PEUN
are as follows: (1) It is hard for me to monitor business trend in
my branch office’s environment; (2) I can identify impacts of
environmental changes on activities in my branch office; and (3)
Head Office has adjusted the response based on environmental
changes in my branch office. The second variable, Intra-
individual Goal Conflict (GCFL), is defined as incompatibility
or misalignment caused by multi-goals that must be accom-
plished (Locke et al. 1994; Slocum et al. 2002). This variable
consists of three dimensions and ten indicators taken from Kwan
et al. (2013), Locke and Latham (2013), and Lee et al. (1991).
Some points in the questionnaire regarding GCFL include: (1)
Some targets assigned to me are contradictive with my personal
values; (2) I have contradictive targets from different working
units (or even from the same working unit); and (3) A few targets
given to me do not encourage me to maintain my performance.

Furthermore, Boundary Spanning Activities (BSAC) as the
third variable is defined as a set of communication and coordi-
nation activities performed by individuals both intra- and inter-
organization to integrate activities across cultures, institutions,
and organizational contexts (Schotter et al. 2017). This variable
comprises of five dimensions and nineteen indicators proposed in
studies by Ancona and Caldwell (1992) and Bettencourt et al.
(2005). Some statements in the questionnaire on BSAC are: (1) I
protect my branch office activities from any disturbing infor-
mation or requests from outside of my branch office; (2) if nee-
ded, I would like to coordinate with other parties outside my
branch office to support me to complete my activities; (3) I try to
find out about the performance of branch offices of other bank in
my working area; (4) I keep some information about my branch
office and will only will share it with others if necessary; and (5) I
handle customers by following rules in the guidance book. The
fourth variable, resource orchestration (ROCR), consists of three
dimensions and thirteen indicators from Berseck (2018) and
Carnes et al. (2022). A few statements in the questionnaire about
ROCR are as follows: (1) I recruit employees for some positions
in my branch office by my own; (2) I have assets maintenance
program in my branch office for long-term usage; and (3) I give
instructions to all employees in my branch office to help each
other by cross utilizing the available resources to support daily
activities.

The fifth variable, Perceived Organizational Performance
(PPER) is defined as factors to show how well an organization
achieves its goals (Richard et al. 2009). This variable consists of
two dimensions and eleven indicators taken from Delaney and
Huselid (1996). A few points in the questionnaire regarding PPER
include: (1) In my opinions, my branch the performance of office
for the last three years is better than that of the branch offices of
other bank in my working area in aspects of product quality,
services, or programs; and (2) In my opinions, the performance of

my branch office for the last three years is better than that of the
branch offices of other bank in my working area in aspects of
marketing.

Then the questionnaires, in cooperation with the examined
SOB, were sent to the intended branch managers using online
form, filled by themselves, monitored timely, and collected peri-
odically through networks and services division of the
examined SOB.

SEM method requires a minimum number of samples of
around ten times the number of indicators (Hair et al. 2019). As
this study has sixty-one indicators, it ideally needs around 610
respondents. This means that this study did not meet the
requirement for analysis with the SEM method. To overcome this
limitation, this study applied the parceling method by counting
Latent Variable Score (LVS), which was accumulating or aggre-
gating indicators individually to be one or two new parcels to be
used as new indicators for latent variables (Cattell and Burdsal
1975; Kishton and Widaman 1994). Parceling aims to solve
problems in research, especially in terms of data limitation or
data loss (Enders and Bandalos 2001; Graham 2003). According
to Little et al. (2013), key advantages of parceling are as follows:
higher reliability, greater communality, lower likelihood of dis-
tributional violations, fewer parameter estimates, lower indicator-
to-sample size ratio, and reduced sources of sampling error.
However, parceling might lead to misrepresentations of the
phenomena under study, unless fulfilling some of the conditions
as follows: the study purpose is to examine the structural rela-
tionships among multiple constructs, the scale measurement is
unidimensional structure, the data are not optimal, having cor-
related error, the size is small, and the model is complex
(Matsunaga 2008).

This study had five unobserved latent variables, sixteen
unobserved dimensions, and sixty-one observed indicators.
Therefore, this research to employ parceling method with mini-
mal potential of misrepresentations, for meeting at least some
conditions: the purpose is to examine structural model, having
multiple constructs, the data size is small, and the model is
complex. Following the method, the sixty-one indicators were
accumulated into one composite for each dimension to obtain the
observed indicators. Therefore, the required minimum number of
samples changed to 160 people, meaning that the minimum
requirement for analysis with the SEM method was achieved with
186 respondents.

Analysis using covariance-based SEM for the measurement
model requires the value for standard loading factor (validity test)
of ≥0.50, Cronbach’s Alpha coefficient for reliability test of ≥0.90,
and overall reliability value consisting of composite reliability
(CR) of ≥0.70 and variance extracted (VE) of ≥ 0.50 (Hair et al.
2019; Hair et al. 2021). Meanwhile, in one-tailed test with a sig-
nificance level of 95%, t-values can be stated as significant only if t
≥t-statistics 1.65, meaning that the hypotheses were supported by
available data (Hair et al. 2021).

Data analysis
Pre-test data was conducted to forty-five purposively selected
respondents, who the writer’s colleagues with experience as
branch managers of banks. Based on the validity test, fourteen
indicators are invalid (three from PEUN, five from GCFL, four
from BSAC, and two from ROCR). Meanwhile, the value of the
Cronbach’s Alpha coefficient is 0.936 in the reliability test, which
is higher than the standard of 0.90 (Hair et al. 2019), meaning
that the reliability level is excellent. Based on these two tests, the
wording of the questionnaires was then modified and improved
through discussion with an expert team from the examined SOB
prior to field data sampling.
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All respondents have experienced all types of intra-individual
goal conflict, but they get support from the head office as proven
by the positive indicators which were as dominant as the negative
indicators. Regarding the changing external environment,
respondents need to improve their understanding of what
changes are happening and how to deal with the competitive
landscape between banks in their working areas. According to the
respondents, the head office’s responses to environmental chan-
ges need to be adapted to the local conditions of each branch
office. Furthermore, the respondents mostly do two types of
boundary-spanning activities, namely service delivery and
ambassador activities. On the other hand, they also must conduct
two dominant activities, namely (1) monitoring the environment
by identifying and observing the environment to draw innovative
ideas, and (2) maintaining the images of the branch office by
filtering information that may or may not be published. However,
respondents have limited authorities in orchestrating their
resources, causing them to focus only on optimizing the usage of
existing resources based on their authorities and suggesting the
programs to the head office. Their innovation activities seem
dominant but are limited by the capacity of the branch office for
resources and authorities. Finally, the performance of branch
offices needs to be improved, especially in terms of the ability to
retain employees and market share.

The measurement model with five variables (PEUN, GCFL,
BSAC, ROCR, and PPER) was evaluated using covariance-based
SEM, where indicators with a loading factor (LF) below 0.5 were
considered invalid and omitted (Hair et al. 2019). Then the
measurement model was re-evaluated until all indicators had a
loading factor above 0.5. After that, composite reliability (CR)
and variance extracted (VE) were calculated, where variables with
CR value of ≥0.7 and VE value of ≥0.5 based on Hair et al. (2019)
were considered reliable. Based on results of the tests for PEUN
(CR= 0.91; VE= 0.57), BSAC (CR= 0.96; VE= 0.57), ROCR
(CR= 0.92; VE= 0.53), and PPER (CR= 0.96; VE= 0.75), the
final indicators were obtained, all of which are valid and reliable.
As for the GCFL variable, despite having valid final indicators
with a CR value of 0.86 ( > 0.7), it had a VE value of 0.48
(marginal due to being close to the minimal value of 0.5).
According to Lam (2012) and Huang et al. (2013), if a variable
has a CR value of >0.7, it can be considered reliable although the
VE value is <0.5, only if the VE value is still >0.4. This means that
the GCFL variable in this study is also reliable.

After parceling, next measurement was performed on the
overall model; 16 indicators had SLF > 0.5, CR= 0.98 (>0.7), and
VE= 0.79 (>0.5), thus being considered valid and reliable. Then,
the goodness of fit test was applied to all research variables
(PEUN, GCFL, BSAC, ROCR, and PPER) for overall model. The
result shows that from eleven criteria (Chi Square, Goodness of
Fit Index, Adjusted Goodness of Fit Index, Comparative Fit
Index, Root Mean Square Error of Approximation, Standardized
Root Mean Square Residual, Incremental Fit Index, Relative Fit
Index, and Parsimony Normed Fit Index), almost all majorities
are of good fit. Only one criterion did not meet the requirement
of good fit, namely the Chi-square. Therefore, the overall model
was considered a good fit.

Testing was proceeded towards structural model for all
research variables (PEUN, GCFL, BSAC, ROCR, and PPER) after
parceling. Hypothesis testing was done to see t-values from each
diagram. According to Hair et al. (2021), in one-tailed test with a
significance level of 95%, t-values can be stated as significant only
if t ≥ 1.65 (supported by available data). Conversely, if t ≤ 1.65,
t-values can be considered insignificant (not supported by avail-
able data). Figure 2 below describes the relationship between all
latent variables with each of their indicators with a SLF > 0.5
(valid). Of six relationships between latent variables, two

relationships are stated as not supported by available data as
follows: GCFL – ROCR with a t-value of −1.32 (the same
negative value as proposed but below the condition) and
t-statistics of <1.65; and GCFL – BSAC with a t-value of 4.36
(positive value that differs from proposed negative value but
above the condition) and t-statistics of >1.65. Meanwhile, the
remaining four relationships have t-values > 1.65 and stated as
significantly supported by available data (PEUN – BSAC, PEUN
– ROCR, BSAC – ROCR, and ROCR – PPER).

Furthermore, the requirement of goodness of fit statistics was
checked (See Table 2), and the results indicate that almost all 11
criterions (Chi Square, Goodness of Fit Index, Adjusted Goodness
of Fit Index, Comparative Fit Index, Root Mean Square Error of
Approximation, Standardized Root Mean Square Residual,
Incremental Fit Index, Relative Fit Index, and Parsimony Normed
Fit Index) are of good fit. Only two criterions did not meet the
requirement, i.e., Chi square and standardized RMR, so that the
overall model can still be considered a good fit.

Table 2 presents the conclusions derived from the results of the
analyses above.

Discussion
Perceived environmental uncertainty, boundary spanning
activities, and resource orchestration. This study confirms that
perceived environmental uncertainty (PEUN) has a positive and
significant influence on both boundary spanning activities
(BSAC) and resource orchestration (ROCR) performed by
respondents; the higher the PEUN, the higher both the BSAC and
the ROCR. This supports the findings of previous studies from
Schwab et al. (1985), Leifer and Delbecq (1978), Leifer and Huber
(1977), and At-Twaijri and Montanari (1987), that PEUN has
impact on BSAC. The result of this study also supports previous
studies from Ahuja and Chan (2017), Badrinarayanan et al.
(2018), Choi et al. (2020), Chen and Tian (2022), and Temouri
et al. (2022) that PEUN has impact on ROCR. This finding is
supported by the responses of the questionnaire which had high
loading factor scores that branch managers responded to uncer-
tainty by observing and learning from the environment, choosing,
and filtering information to support their programs, and pro-
viding more service excellence for their customers based on
information they gain from the environment. After responding to
uncertainties, branch managers tried to achieve their goals by
managing knowledge (encouraging employees to search new
knowledge from outside the organization and share it with each
other).

Intra-individual goal conflict, boundary spanning activities,
and resource orchestration. The hypothetical proposition, that
intra-individual goal conflict (GCFL) has a negative and sig-
nificant correlation with both boundary spanning activities
(BSAC) and resource orchestration (ROCR) performed by
respondents, is not supported with available data. Nevertheless,
this study found an interesting phenomenon as first novelty
contribution from this study that instead of reducing the level of
BSAC, the higher GCFL directly leads to the higher BSAC, but
however has no impact on ROCR. This finding is in contrast with
existing literature, which some previous studies have explained
that GCFL indirectly has negative impacts on PPER through its
organizational variables (Locke et al. 1994; Slocum et al. 2002;
Cheng et al. 2007; Staniok 2014), and that GCFL has indirect
impacts on the relationship between ROCR and PPER (Omo-
tosho and Anyigba 2019).

Based on the results of the questionnaire, the goals assigned by
head office to branch managers are not perceived as intra-
individual goal conflict and branch managers will try their best to
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accomplish these goals by implementing BSAC and ROCR as
needed. To minimize GCFL, branch managers must use limited
resources, find assistances from others, negotiate conditions with
related parties, to accomplish their goals, and optimize their
available resources to support the daily operation, competency
development, and knowledge management of their branch office.

The impacts of intra-individual goal conflict on boundary
spanning activities and resource orchestration. The condition
that GCFL positively impacts BSAC but has no impact on ROCR
can be explained from the concept of nation culture that influ-
ences individuals on how to behave to their superiors, peers,
subordinates, tasks, and many factors inside or outside their
organization (Hofstede et al. 2010; Hofstede 2011). According to
Hofstede et al. (2010) and Hofstede (2011), there are six
dimensions of nation culture: (a) power distance (low score
means all organization members are equal to each other, while
high score means organization is arranged in an unequal
structure from superiors to subordinates); (b) uncertainty
avoidance (low score means having tolerant and comfort with
uncertainty, high score means being eager to get regularities and
standard structures); (c) individualism (taking care of them-
selves and the smallest family) versus collectivism (getting

together and loyal to the big family); (d) masculinity (assertive
and competitive) versus femininity (humble and attentive); (e)
long-term orientation (focus on the future and adaptive) versus
short-term orientation (focus on the past/present and standard);
and (f) indulgence (individual happiness is very important)
versus restraint (individual happiness is not as important as or
below social norms).

From these six dimensions on each aspect of nation culture,
Indonesia obtains high power distance (78), low individualism
(14), low masculinity (46), low uncertainty avoidance (48), high
long-term orientation (62), and low indulgence (38). Therefore,
Indonesian people are described as being hierarchical (subordi-
nates must obey superiors) and loyal to the big family (in this
case, the head office), putting appearances or prestige first,
considering harmony and kinship in workplace as important,
having pragmatic orientation, being adaptive to various situa-
tions, contextual, and on time, and also believing that social
norms limit their behaviors (Hofstede et al. 2010).

Based on the explanation of Indonesia’s nation culture above, it
is understandable that respondents choose to put harmony in
workplace, obey to superiors, and loyal to their workplace that
they consider as big family rather than to choose options between
intra-individual goal conflicts they experienced.

Fig. 2 Path diagram of structural equation model after parceling (t-values). This figure shows the testing results towards structural model for all research
variables to see t-values from each of their relationship. In one-tailed test with a significance level of 95%, t-values can be stated as significant only if
t≥ 1.65 (supported by available data).

Table 2 Results of hypothesis testing.

No. Hypotheses Path t-values Explanation

H1.a. PEUN (Perceived Environmental Uncertainty) has a positive
influence on BSAC (Boundary Spanning Activities).

PEUN↑ ⟶ (+)
BSAC↑

4.71 > 1.65 Supported by available data and
significant.

H1.b. PEUN (Perceived Environmental Uncertainty) has a positive
influence on ROCR (Resource Orchestration).

PEUN↑ ⟶ (+)
ROCR↑

3.57 > 1.65 Supported by available data and
significant.

H2.a. GCFL (Intra-individual Goal Conflict) has a negative influence on
BSAC (Boundary Spanning Activities).

GCFL↑ ⟶ (−)
BSAC↓

4.36 > 1.65 Not supported by available data but
significant.

H2.b. GCFL (Intra-individual Goal Conflict) has a negative influence on
ROCR (Resource Orchestration).

GCFL↑ ⟶ (−)
ROCR↓

−1.32 < 1.65 Not supported by available data and
not significant.

H3. BSAC (Boundary Spanning Activities) has a positive influence on
ROCR (Resource Orchestration).

BSAC↑ ⟶ (+)
ROCR↑

6.32 > 1.65 Supported by available data and
significant.

H4. ROCR (Resource Orchestration) has a positive influence on PPER
(Perceived Organizational Performance).

ROCR↑ ⟶ (+)
PPER↑

16.16 > 1.65 Supported by available data and
significant.

Source: Analysis results.
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Boundary spanning activities, resource orchestration, and
perceived organizational performance. The hypothesis that
boundary spanning activities (BSAC) have a direct positive and
significant correlation with resource orchestration (ROCR) was
supported by available data; the higher the BSAC, the higher the
ROCR. In addition, resource orchestration (ROCR) has a positive
and significant correlation with perceived organizational perfor-
mance (PPER) of respondents’ branch offices was also supported
with available data; the higher the ROCR, the higher the PPER.

This finding is the second novelty contribution from this study.
Mostly previous literatures are using the lenses of BSAC as
enablers for ROCR or in other words that BSAC has indirect
influence on ROCR (Johnson 2007; Brion et al. 2012; Wilemon
2014; Jun 2018; Merindol and Versailles 2018; Wei et al. 2020;
Cui and Han 2022; Xue and Woo 2022; Satheesh et al. 2023).
Meanwhile, this study finds there is a direct positive and
significant relationship between BSAC and ROCR. Furthermore,
this finding also supports previous studies on the relationship
between ROCR and PPER, such as those conducted by Tuo-chen
and Qiao (2017), Peat and Permann-Graham (2020), Wales et al.
(2013), Miao et al. (2017), and Kristoffersen et al. (2021).

Based on the responses of the questionnaire which have high
loading factor scores, branch managers can be depicted as
performing both BSAC and ROCR at the same time with the
same spirit to accomplish goals assigned by the head office through:
searching information from competitors to encourage employees in
creating products and services innovation, protecting the image of
the organization from fraud, and solving customers’ problem on
time using the limited resources available in their branch office.

Conclusion
Based on the analysis and discussion above, four findings can be
concluded as follows: 1) perceived environmental uncertainty has
a positive and significant influence on boundary spanning activ-
ities and resource orchestration carried out by respondents (the
higher the perceived environmental uncertainty, the higher the
boundary spanning activities and resource orchestration); 2)
instead of having negative influences, intra-individual goal conflict
experienced by respondents positively and significantly affects
boundary spanning activities (the higher the intra-individual goal
conflict, the higher the boundary spanning activities), but has no
effect on resource orchestration; 3) boundary spanning activities
positively and significantly influence resource orchestration (the
higher the boundary spanning activities, the higher the resource
orchestration); and 4) resource orchestration by respondents has a
positive and significant influence on the performance of the
branch offices (the higher the resource orchestration, the better the
branch office performance). Furthermore, instead of intra-
individual goal conflict has a negative impact on boundary
spanning activities, it influences them positively, describes Indo-
nesia’s nation culture with preferences to prioritize workplace
harmony, obey supervisors, and be loyal to the workplace.

Based on the path diagram analysis, the path with the highest
loading factors is on the path of perceived environmental
uncertainty – boundary spanning activities – resource orches-
tration – perceived organizational performance. This path occurs
and is explained as follows: when respondents encounter high
perceived environmental uncertainty, they try to reduce or sta-
bilize the uncertainty through increasing boundary spanning
activities, and then increasing resource orchestration as optimal
as they can, to accomplish the performance of their branch office.

Theoretical and managerial contributions. There are three
theoretical contributions from this study. First, it confirms pre-
vious studies on two hypotheses: environmental uncertainty has a

positive and significant correlation with both boundary spanning
activities and resource orchestration, and resource orchestration
has a positive and significant relationship with perceived organi-
zational performance. Second, it strengthens previous studies on
hypothesis: resource orchestration has a positive and significant
correlation with perceived organizational performance. Third, it
contributes to theoretical novelties regarding a direct positive and
significant correlation between boundary spanning activities with
resource orchestration, and relationships between intra-individual
goal conflict with both boundary spanning activities and resource
orchestration. In the context of branch offices of one Indonesian
SOB located in Indonesia, according to the result of this study,
instead of having negative influence, intra-individual goal conflict
positively and significantly influences boundary spanning activities
but has no impact on resource orchestration.

In terms of the management of the banks, there are also three
contributions of this study for strengthening the performance of
SOBs: 1) equipping the capabilities of SOBs’ branch managers not
only as middle managers (championing alternative, synthesizing
information, facilitating adaptability, and implementing deliberate
strategy) but also as boundary spanners (ambassadors, task
coordinator, scout, guard, and service delivery) and resource
orchestrator (structuring/search/selection, bundling, and lever-
aging/configuration/deployment); 2) developing non-hierarchical
communication channels between SOBs’ branch managers with
top management therefore information, feedbacks, and alterna-
tives solutions obtained from their environment can be delivered
to management as soon as possible to shorten responding time to
environmental changes; and 3) delegating higher authority and
more discretions to SOBs’ branch managers in performing
resource orchestration so that the impacts of intra-individual goal
conflict in decreasing branches’ performance can be minimized.

Limitations and future studies. This study has two limitations:
(1) it uses one variable related to external environment, perceived
environmental uncertainty, and one variable related to internal
environment, intra-individual goal conflict; (2) the respondents
are limited to branch managers as part of middle management.
These limitations open up four opportunities for future studies:
(1) adding more independent variables related to external envir-
onment (financial technology, digital technology, the COVID-19
pandemic, and other related variables) and internal environment
(digital transformation, new ways of working, digital culture, and
other related variables); (2) using other organizational variables
(uncertainty, ambiguity, collaboration, customer engagement, goal
commitment, goal prioritization, goal alignment, trust, perceived
organization support, strategic thinking, entrepreneurial orienta-
tion, and other related variables) as intervening variables in the
research model; (3) expanding the types of respondents (not only
branch managers but also other members of all managerial levels
in the organization that perform boundary spanning activities,
such as change agents, public relation managers, lending rela-
tionships managers, purchasing manager for supply chain, cus-
tomer service employees, senior managers, top management, and
other related type of respondents ; and (4) replicating this study to
other SOBs, private commercial banks, other financial service
institutions, and also to all clusters of SOEs.

Data availability
The datasets generated during and/or analyzed during the current
study are not publicly available due to they are related to activities
conducted by branch managers of one of Indonesian state-owned
bank, but are available from the corresponding author on rea-
sonable request.
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