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The impact of AMO-enhancing high performance work system
perceptions on employee turnover intentions: A mediation by
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Abstract

This study investigates how perceptions of ability-motivation-opportunity (AMO)
enhancing high-performance work systems (HPWS) affect turnover intentions among Fijian
employees in small and medium-sized enterprises (SMEs). The findings reveal that a
positive perception of AMO-enhancing HPWS leads to decreased turnover intentions, with
this relationship mediated by affective commitment. Notably, the study finds that ability-
enhancing HPWS reduce turnover intentions more than motivation or opportunity-
enhancing HPWS, which challenges some previous research. This study contributes to the
human resource management literature by examining the concept of AMO “bundles”,
employee perceptions, and the context of SMEs in Fiji’s developing economy.

Keywords: High-performance work systems, AMO framework, affective commitment,
turnover intentions, Fiji

Introduction?

Employee turnover intentions significantly impact a firm’s competitive advantage and
performance, making it a critical focus of extensive research into their drivers (Jensen et al.,
2013). Employee turnover presents a significant challenge in the service sectors of many
developing countries (Le et al., 2023). Two key influencers of employee turnover intentions
that have constantly drawn researchers’ attention are the firm’s high-performance work
systems (hereafter HPWS) and employees’ affective commitment (Jensen et al., 2013,
Ashiru et al., 2022; Benitez-Nufiez et al., 2024). A high performance work system comprises
coordinated human resource (HR) practices designed to enhance individual and
organisational performance (Macky & Boxall, 2007; Subramaniam & Suresh, 2022). Affective
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commitment reflects an employee’s loyalty and dedication to the organisation (Kanter,
1968).

Most HPWS and employee outcomes research, such as turnover intentions, has
predominantly focused on the manufacturing sector (Zacharatos et al., 2005). However, the
service sector warrants equal attention due to its economic importance and the significant
downsides of turnover, including recruitment and training costs, operations disruptions,
and knowledge loss (Rubenstein et al., 2018). High turnover also negatively impacts
customer service, profitability, and team performance (Li et al., 2016).

Responding to calls for further human resource management (HRM) research in the service
sector, several empirical studies have explored HPWS in healthcare (Bartram et al., 2014)
and sub-sectors, such as law, accounting, and engineering consulting (Beltran-Martin et al.,
2017). However, despite these advancements, significant progress is still needed,
particularly in the small and medium-sized enterprise (SME) sector involving frontline
employees. Singh et al. (2020), in a study of 199 Indian SME employees, identified a
substantial gap in the literature and emphasised the need for further exploration of how HR
policies and practices affect unit-level performance through theirimpact on human capital
in SMEs. While their study highlighted the importance of research in the SME sector, it did
not specifically address HPWS practices - instead, offering broader recommendations for
HRM research.

This paper aims to build on Singh et al.’s (2020) work by focusing explicitly on the effects of
HPWS on frontline employees in Fiji’s SMEs comprising of retail and hardware sectors. Using
social exchange theory (SET) as a framework, it examines how employee perceptions of
HPWS with ability, motivation, and opportunity enhancing HR practices affect turnover
intentions, with affective commitment as a mediator. The HRM literature generally
conceptualises HPWS as integrated bundles of HR practices that collectively improve
organisational performance, rather than focusing on individual practices like training or
compensation driving organisational outcomes. Previous studies examining individual HR
practices have yielded inconsistent results on organisational outcomes, underscoring the
importance of analysing HR practices bundles when investigating turnover intentions. In
this study, we adopt the “AMO” framework, which defines HPWS as bundles of practices
that enhance ability (A), motivation (M), and opportunity (O) (e.g., Appelbaum et al., 2000;
Bailey, 1993; Boxall & Purcell, 2003; Marin-Garcia & Tomas, 2016).

Second, the mediating role of affective commitment between HPWS perceptions and
turnover intentions has been largely overlooked (e.g., Gardner et al., 2011; Tumwesigye et
al.,2020). Understanding the mediating mechanisms is essential, as it helps us comprehend
not just the “what” and “why” of HPWS effects, but also the “how,” often referred to as the
“black box” (Messersmith & Guthrie, 2010). To illuminate these processes, we draw on SET
(Blau, 1964) and the underlying reciprocity norms (Gouldner, 1960).

Finally, much of the existing HPWS research has focused on large organisations in
developed economies (e.g., Agarwal et al., 2021; Watty-Benjamin & Udechukwu, 2014).
However, the effectiveness of HR practices is likely context-dependent, with SMEs in

2



New Zealand Journal of Employment Relations, 49(1): 1-25

developing economies requiring further exploration (Awe et al., 2018). Our study, which
focused on Fijian employees in SMEs in the food and hardware retail sectors, offers a unique
and underexplored context for testing our hypotheses. Fiji’s close business and cultural ties
to countries like New Zealand, along with its reliance on SMEs, make it an important setting
for this research. Furthermore, Fiji’s distinct cultural context adds an additional layer of
insight into how HPWS perceptions influence turnover intentions.

Theoretical Background and Hypotheses
Social Exchange Theory

Social Exchange Theory (SET) is rooted in the idea that individuals are motivated by social
obligations (e.g., Blau, 1964). These obligations involve one individual performing a favour
for another with the expectation of future reciprocation. Social obligations are shaped by
considerations of “social attraction” and “reciprocity” (Gouldner, 1960). Social attraction
arises when a social reward is deemed valuable by the recipient. However, the specific
nature of social rewards is not predetermined and cannot be explicitly bargained for (Blau,
1964). According to Blau (1964), this dynamic “induces human beings to establish social
associations on their own initiative and expand the scope of their associations once they
are formed” (p.20). Intrinsic social rewards, such as social acceptance and personal
attraction, are generally more influential in fostering social exchange relationships than
extrinsic rewards like instrumental services or social approval (Blau, 1964). These
exchanges are governed by norms of reciprocity, where an individual who receives a social
reward feels an obligation to reciprocate. This process ensures that the relationship
becomes mutually beneficial.

Fiji’s Economic and Cultural Context

Fiji’s services sector accounts for nearly 70 per cent of the nation’s gross domestic product
(GDP), with retailing and wholesaling activities contributing approximately 15 per cent of
GDP (Fiji Bureau of Statistics, 2021). Although the retail and hardware sector in Fiji has a
few large multinational companies (e.g., Nestle and Carpenters), SMEs are predominant in
municipal towns and rural areas. In terms of workforce composition, most employees in
the local food and hardware retail industries are women, and a high percentage of
employees are young with low education levels. Pay is relatively low. most supermarkets,
grocery stores, and hardware outlets are family-owned, the employer-employee
relationship is confined to close family links in which hiring and promotional decisions are
contingent on the employees’ ethnic groups.

Employee Turnover Intentions

The retention of employees is a critical issue for organisations around the world. Firms have
become increasingly dependent on their employees to be successful in adapting to
environmental changes (Chen, 2011). Turnover intention is an employee attitude that
implies a desire to leave, whereas actual turnover is a behaviour (Tett & Meyer, 1993).
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Because the measurement of actual turnover requires longitudinal data gathering,
turnover intention is widely accepted as a proxy for actual turnover (Lambert & Hogan,
2009). In an emerging economy such as Fiji, where competitive pressures in the retail sector
are very high, employee retention can prove highly beneficial for achieving a sustainable
competitive advantage (Prasad, 2018).

Several empirical studies have measured the direct and indirect impacts of HPWS on
employee turnover intentions; and reported a significant relationship between the two
(Gardner et al., 2011; Watty-Benjamin & Udechukwu, 2014). However, prior studies have
mostly examined the impact of isolated HR practices on turnover intentions without taking
into account the potential effect of “bundles” (see Dhiman & Mohanty, 2010).

AMO-Based HPWS

Over the past three decades, many strategic HRM studies have examined the relationship
between HPWS and various organisational outcomes (Jiang et al., 2012; Messersmith &
Guthrie, 2010; Townsend et al., 2021). Traditional HPWS studies have examined individual
practices, where they identified the impact of a particular HR practice in isolation from
other HR practices (Oluwatayo & Adetoro, 2020). Other studies have suggested that HR
practices, in isolation, are inadequate for producing high performance. To sustain success,
HR practices must be complementary. The systemic view implies that HR practices tend to
occur together and form coherent patterns or “bundles” in HPWS that affect organisational
performance.

The “AMO” framework, developed by Bailey (1993) and Appelbaum et al. (2000), among
others, provides a basis for the conceptualisation of HPWS. Bailey (1993) suggested that
employees require three enabling components from their employers: (1) enhanced “ability”
(A) to perform the job, (2) adequate “motivation” (M) to work, and (3) “opportunity” (O) to
participate, for indulging in positive discretionary behaviours (Appelbaum et al., 2000). The
first component focuses on developing employees’ abilities to enhance performance, and
includes practices such as rigorous staffing, extensive training, job enrichment etc. The
second component relates to increasing employees’ motivation for discretionary efforts
and includes practices such as pay for performance, developmental performance
management, rewards, and incentives. The third component represents opportunities for
employees to contribute to organisational success and includes practices such as
information sharing, teamwork, and employee empowerment (Appelbaum et al., 2000;
Gardner et al., 2011; Jiang et al., 2012; Watty-Benjamin & Udechukwu, 2014).

AMO-HPWS Perceptions and Turnover Intentions

Invoking SET, we state that the implementation of AMO-HPWS can stimulate desired
employee responses, such as their intent to stay in this relationship for a long time (Chew &
Chan, 2008). This is because when employees perceive their employer’s investment in AMO-
enhancing HPWS as willingness to enter social exchanges, they feel obligated to reciprocate
and respond with positive attitudes and behaviours, such as a reduced turnover intention.
Positive perceptions of AMO-enhancing HPWS create strong psychological bonds between
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employees and their employers (Garrow, 2004). These positive initiatives, viewed as
benefits or rewards by the employees, outweigh the costs involved in the exchange
relationship (Blau, 1964), convincing them to stay in the current work relationship. The
employees feel obligated to pay back in terms of their intent to stay with the firm.
Accordingly, we hypothesise:

Hypothesis 1(a-c): There is a negative relationship between (a) ability, (b) motivation,
and (c) opportunity enhancing HPWS perceptions and employee turnover intention.

Affective Commitment and Turnover Intention

Affective commitment represents an employee’s strong desire to emotionally invest in the
organisation and a firm conviction in the organisation’s goals (Allen & Meyer, 1990).
Affective commitment is a crucial indicator of an employee’s dedication and loyalty to the
organisation (Gong et al., 2009). Evidence suggests that committed employees exhibit
discretionary behaviour to perform job-related tasks that are consistent with
organisational goals and values (Arthur, 1994).

Some authors (e.g., Buck & Watson, 2002) found that a high degree of commitment reduces
employees’ tendencies to leave their organisations. However, research to support such a
claim in developing country contexts is still somewhat sparse. Accordingly, we
hypothesise:

Hypothesis 2: There is a negative relationship between employee affective commitment
to the organisation and turnover intention.

Mediating role of Employees’ Affective Commitment

Researchers have tested the relationship between subsets of HPWS and employee
commitment (Appelbaum et al., 2000; Boselie, 2010; Mansour et al., 2014). These studies
offered empirical evidence of a positive relationship between separate HPWS components
(such as pay for performance, fair pay, autonomy, information sharing, and skills
development) and employee commitment. Invoking SET - when an organisation invests in
HPWS - with the intention to enhance abilities, motivation, and opportunities for better
performance, employees respond with heightened emotional attachment. This is because
the employer’s inclination to care about and invest in their employees’ development is
perceived by the employees as socio-emotional benefits. The employees feel appreciated
and obligated to reciprocate by displaying positive attitudes, such as affective
commitment.

From our second hypothesis, we expect a negative relationship between an employee’s
affective commitment to the organisation and turnover intention. Very few studies have
measured the simultaneous effects of HR practices and affective commitment on turnover
intentions (see Dhiman & Mohanty, 2010). For example, Valeau et al. (2019) found that well-
managed information sharing, fair rewards, training, autonomy, and recognition-related
HR practices can increase commitment levels and decrease intentions to quit among
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professional auditors because individual employees tend to respond positively to top
management’s commitment and support. Furthermore, Yousaf et al. (2018) investigated
the role of organisational and occupational commitment on the relationship between high-
commitment HR practices and turnover intention among managers and chefs. They found
that both organisational and occupational commitment act as mediators in the
relationship. Considering the limited investigation on the influence of affective aspect of
employees’ commitment, it is worth examining affective commitment’s mediating role in
the influence of AMO-based HPWS perceptions on employee turnover intentions. Thus, we
hypothesise:

Hypothesis 3 (a-c): The negative relationship between (a) ability, (b) motivation, (c)
opportunity enhancing HPWS perceptions and employee turnover intention is mediated
by their affective commitment to the organisation.

Research Methodology
Participants

Given the nature of the research objectives, i.e., to investigate the impact of HPWS on
turnover intentions - rather than actual turnover - and the adequate availability of prior
evidence to formulate hypothesised relationships for examination, a cross-sectional design
was considered appropriate. The sample consisted of 572 frontline retail employees in the
Fijian food and hardware retail SMEs. We focused only on the frontline employees because
they have relatively high-performance pressure (Paddock, 2016). Organisations for the
study were chosen using the listings of Registrar of Companies and National Center for
Small and Medium Enterprise annual report, based on their financial turnover and number
of employees. Forty-four supermarkets and hardware organisations from Fiji’s major towns
and cities were selected.

To reduce the likelihood of selection bias in the research, the sample was drawn using a
probability stratified sampling technique. The HR departments of the selected companies
were contacted and invited to participate in the study. Letters with information about the
purpose of the study were sent. Thirty-seven (from the chosen forty-four) organisations
responded and agreed to participate in the study.

Subsequent to the confirmation of participation from the organisation, employees were
sent an email seeking agreement to participate in the survey. A total of 1078 employees
were invited through emails by HR department to participate in the study, out of which 912
agreed. To maintain confidentiality, the questionnaires were distributed and collected by
the respective HR personnel in each organisation.

Out of the 912 surveys distributed, 655 were returned, resulting in a response rate of 72 per
cent. Initial scrutiny identified 50 incomplete surveys, which were removed from analysis.
Subsequently, datasets were assessed to determine missing values and outliers, leaving
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572 responses suitable for conducting data analysis. Extreme care was taken in identifying
and eliminating outliers from the analysis. Both Z-scores and the interquartile range
methods were employed to identify extreme values that deviate significantly from the
remaining data. Once outliers were identified, each case was carefully examined to
determine if it represented a data entry error or if it might indicate a meaningful but rare
population segment. The context of each outlier was reviewed to ensure that its removal
did not distort the representation of the target population or exclude important data
points. The rationale for removing outliers was to ensure normality for parametric tests
and reduce the influence of extreme cases on statistical power. Acknowledging the
potential risks of removing data without considering alternative methods, the use of robust
statistical technique of bootstrapping was employed. Outlier removal was ultimately
carried out after careful consideration of the distribution and nature of the data.

The workforce in the Fijian food and retail sectors mostly consists of young women of Indian
and i-Taukei descent with relatively low levels of education. The demographics of the

participants in this study (Table 1) are generally consistent with this.

Tablel. Demographic analyses

Demographic Category Research Sample (n=572)
Variables Frequency Percentage (%)
Gender Female 429 75%
Male 143 25%
Age 20 - 30 years 463 81%
31-40years 63 11%
41 - 50 years 17 3%
Above 50 years | 29 5%
Tenure with | =2 years 314 55%
organisation 2 -5years 80 14%
5-10years 80 14%
=10 years 98 17%
Educational High School 400 70%
Qualification Certificate Level | 80 14%
Diploma Level 52 9%
Degree 40 7%
Work Status Full Time 446 78%
Part Time 126 22%
Ethnicity i-Taukei 92 16%
Indians 452 79%
Chinese 28 5%
Others
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Measures

We operationalised and measured the study constructs using a 7-point Likert scale, ranging
from “strongly disagree” (1) to “strongly agree” (7).

AMO-enhancing HPWS

The AMO HR practices were classified into three categories: 1. ability-enhancing HR
practices (such as selection and training, and development), 2. motivation-enhancing HR
practices (including job security, promotion, and performance-related pay), and 3.
opportunity-enhancing HR practices (such as autonomy and communication), as adopted
in previous studies of similar scope and magnitude in private sector organisations (Gardner
etal.,2011).

The rationale for selecting the following AMO-enhancing HR practice scales and their items
is outlined in Appendix 1. Ability-enhancing HR practices were measured using six items
related to training (Agarwala, 2009) and three items related to staffing selection (Som,
2008). Sample items included “Our organization provides training for a variety of skills” and
“There is a formal induction, orientation and socialization process designed to help recruits”.

Motivation-enhancing HR practices included eight items related to performance-based
compensation (Rao, 2007; Som, 2008), and three items related to employee relations,
including promotion opportunities (Agarwala, 2003; Garcia-Morales et al., 2011). The 11
items adopted for motivation-enhancing HR practices from the mentioned sources address
the extrinsic motivation factors required for the study. Sample items included “The
incentives/rewards received are directly related to performance and contribution at work”
and “I have a good chance of being promoted within this organization”. We focus on extrinsic
factors for motivation because of the study’s context of frontline employees in the service
context. Employees in this context — where “tasks are straightforward, highly repetitive and
perhaps even less inherently enjoyable” (Cerasoli et al., 2014, p. 20) are more likely to be
motivated by clear, tangible rewards (e.g., bonuses, incentives) or career advancement
opportunities, rather than by intrinsic factors such as personal growth or fulfilment (Deci et
al., 1999).

We assert that this describes the service context faced by the frontline employees which
make up the sample of our study. Frontline employees in these roles often prioritise task
completion and efficiency over internal satisfaction. In the retail sector, these employees
are more likely to be motivated by clear, tangible rewards (e.g., bonuses, incentives) or
career advancement opportunities, rather than by intrinsic factors, such as personal
growth or fulfilment.

Opportunity-enhancing HR practices included four items for measuring employee
empowerment (Boselie, 2011), and four items related to information sharing (Macky &
Boxall, 2007). Sample items for each construct included “The organization provides enough
opportunity to employees to provide inputs on a wide range of issues” and “Employees in my
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organization reqularly receive formal communication about company goals and objectives”
(see Appendix 1).

Affective commitment: employee affective commitment was measured using four items
adapted from Ellemers et al. (1998). A sample item is “/ feel emotionally attached to this
organization”.

Turnover intentions: three items (adapted from Yavas et al., 2003) measured employee
turnover intentions: “/ often think about resigning”, “l would probably be looking for another
job soon”, and “It would not take much to make me resign from this organization”.

Controls: the control variables included gender, age, education level, ethnicity, and work
experience. Prior empirical studies have reported that these characteristics are linked with
some of the variables used in our study (Mansour et al., 2014). SPSS 24 was used for

conducting descriptive analysis and AMOS 24 was used for measurement model testing
(CFA) and structural equation modelling.

Results
Descriptive statistics
Table 2 shows the descriptive statistics for the study.

Table 2. Descriptive statistics

Mean SD Cronbach’ 1 2 3 4 5
sa
la.A-HRM-Staffing 5.22 1.19 .857 1
1b.A-HRM-Training & Dev. 5.27 1.34 .752
2a.M-HRM-Compensation 4.50 1.60 .685 247 1
2b.M-HRM-Promotion 4.92 1.37 .808
3a.0-HRM-Job Autonomy 4.80 1.37 .859 101 0417 1
3b.0-HRM-Inform. Sharing 5.23 1.36 .888
4.Affective commitment 4.92 1.40 .933 .216** .080**  .215** 1
5.Turnover intention 4.29 1.51 .825 -.63** -12**  -10** -.02** 1

Notes: n=572.** p <.01.

Table 2 shows that the mean (M) scores of all the items consisting of various HPWS ranged
from 4.5 to 5.27, which were above the midpoint scale of 4. The ability-enhancing HR
practices of staffing (M =5.22) and training (M = 5.27) scored high, whereas the motivation-
enhancing HR practices of performance-based compensation (M = 4.50) and promotion
opportunities (M =4.92) had a relatively low score. The opportunity-enhancing HR practice
of information sharing (M = 5.23) scored high, whereas job autonomy (M = 4.80) scored
relatively low, indicating that employees may have mixed feelings regarding the
opportunity-enhancing HR practices in their firms.
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The Cronbach’s a values ranged from 0.68 to 0.88 for each AMO-enhancing HPWS, which
were above the recommended threshold of 0.60. Similarly, alpha values for affective
commitment (a=0.93) and turnover intention (a=0.83) were also above the 0.60 threshold,
indicating a good level of reliability for all study constructs (Hair et al., 2010). The
correlations between AMO-enhancing HPWS and affective commitment were significantly
positive (p < 0.01). The correlations between AMO-enhancing HPWS and affective
commitment on the one hand and turnover intentions were significantly negative (p <0.01).

The correlations between the control variables and the primary study variables — AMO-
enhancing HPWS, affective commitment, and turnover intentions — are provided in
Appendix 2. Including these in the analysis ensures transparency and helps clarify how
demographic factors influence the key relationships.

Confirmatory factor analysis

The measurement models were analysed using confirmatory factor analysis (CFA) as
presented in in Table 3.

Table 3. CFA Results of AMO-HPWS

First-order standardised loading Second-order standardised loading
Construct Std. Factor | t-value || Construct Std. Factor | t-value | Composite | AVE
Loading Loading Reliability

Selection .954 22.75

Training Jge61 | - * Ability 0.803 16.14

Promotion .897 25.60

Compensation .730 28.95 Motivation 0.909 22.87 0.894 0.755
Information .860 27.34

Autonomy 924 | - * Opportunity 0861 | - *

‘ X 2=1350.226, df = 1116, p <0.001, GFI=0.95, CFI=0.97, TLI=0.95, RMSEA=0.056

A two-step approach was adopted to define the relationship between latent variables and
the observed variables of AMO-enhancing HPWS, affective commitment, and turnover
intention, consistent with prior research (see Jiang et al, 2012). The first-order
measurement models of ability enhancing-HPWS (i.e., staffing and training), motivation
enhancing-HPWS (i.e., compensation and promotion) and opportunity enhancing-HPWS
(autonomy and information) were assessed following the recommendations of Temme and
Diamantopulos (2016) and Hair et al. (2014). All factor loadings for first order models were
above 0.7, ranging from 0.73 for compensation to 0.95 for selection and all t-values were
significant at p <0.001.

The loadings of the first order factors to second order factors of ability, motivation and
opportunity were between 0.80 and 0.90, with all values significant at p < 0.001. The
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average variance extracted (AVE) and composite reliability (CR) exceeded the
recommended thresholds of 0.50 and 0.70 respectively, thus providing evidence for
reliability, unidimensionality, and convergent validity of the second order model.

After adjusting for modification indices and residual co-variances to the measurement
model, the CFA outcomes revealed an acceptable fit (x2 = 1350.22, degrees of freedom [df]
=1116,p=0.001, goodness of fitindex [GFI] = 0.95; comparative fitindex [CFI] =0.97; Tucker-
Lewis index [TLI] = 0.95, root mean square error of approximation [RMSEA] = 0.056). All
measures of coefficients were higher than 0.70, thereby confirming that all measures were
sufficiently reliable. All factor loadings were significant (p < 0.001) and within acceptable
limits. The AVE for each factor exceeded the recommended threshold of 0.50, indicating
support for convergent validity, such that the items adequately represented the conceptual
basis for the latent constructs (Hair et al., 2010). In support of discriminant validity, the
square root of the AVE for each construct was greater than the inter construct correlations
(Hair et al., 2010). Finally, Harman’s single-factor test provided an assessment of potential
common method bias. The first factor explained 19.74 per cent of the variance. Therefore,
this bias was unlikely to be a major concern.

Structural Equations Modelling - Direct Effects, Full, and Partial Mediation Models

Next, in a series of linear and multiple regressions using Baron and Kenny’s (1986)
approach, we tested whether affective commitment functions as a mediator in the model,
which requires it to meet three conditions: (1) the predictor (AMO enhancing HPWS
perceptions) must be significantly correlated with the dependent variable (turnover
intentions); (2) the predictor must be significantly correlated with the mediator variable
(affective commitment); and (3) the mediator variable must be significantly correlated with
the dependent variable. If the predictor’s effect on the dependent variables diminishes
after including the mediator, it indicates partial mediation. Full mediation exists if the
predictor does not affect a dependent variable following the inclusion of a mediator
variable (Baron & Kenny, 1986). A comparison of the direct effects, full mediation, and
partial mediation models showed that the partial mediation model (x2/df = 1.872, GFI =
.913, CFI =.958, TLI =.949, RMSEA = .050) showed the best overall fit (see Table 4).

Table 4. Fit indicators for the structural model

Model X2/ df Ay? GFI CFI TLI RMSEA

(<2) (=.95) (=.95) (=.95) (<.08)
Direct effect model 1.178 - .924 .957 .947 .062
Full mediation model 1.123 506.165 .900 .945 935 .061
Partial mediation | 1.872 14.999 913 .958 .949 .050
model

The hypothesised relationship among the exogenous (AMO-enhancing HPWS perceptions)
and endogenous (affective commitment and turnover intentions) variables was tested
using structural equation modelling (SEM). The hypothesised paths and the path analysis
results are presented in Table 5 and Figure 1.
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Table 5. Path of the structural model

Standardised path coefficients (t-values)
Direct effect model Full mediation model | Partial mediation
model

Ability-enhancing HRM> Tl -.184 (-3.55)** -.136 (-3.35)**
Motivation-enhancing HRM->T]I -.167 (-6.04)** -.116 (-2.19)**
Opportunity-enhancing HRM- TI -.180 (-5.44)** -.123(-2.24)**
Ability-enhancing HRM—->AC .230 (4.99)* .231(2.89)*
Motivation-enhancing HRM->AC .201(6.83)* .229(7.10)*
Opportunity-enhancing HRM->AC 112 (7.23)* .223(4.18)*
AC->TI -.251 (-4.65)* -.305(-6.952)*

Notes: Tl = turnover intentions. *p <.01, **p <.001.

Figure 1: Theoretical framework
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The path estimates showed that ability-enhancing HPWS perceptions (3 =-0.184, p <0.001),
motivation-enhancing HPWS perceptions (3 = -0.167, p < 0.001), and opportunity-
enhancing HPWS perceptions (3 =-0.18, p <0.001) negatively influenced employee turnover
intentions, in support of hypotheses 1a, 1b, and 1c. Also, affective commitment had a
significant negative effect on turnover intentions (3 = -0.251, p < 0.001), supporting
hypothesis 2.

In the direct-effect model, each AMO enhancing-HPWS was significantly related to turnover
intentions (ability-enhancing HRPP b =-0.184, p <.001; motivation-enhancing HPWS 3 = -
0.167, p < 0.001; opportunity-enhancing HPWS 3 =-0.18, p <0 .001), thereby satisfying the
first condition for mediation. The coefficients with affective commitment included in the
full mediation model also are significant (ability-enhancing HPWS (3 = 0.23, p < 0.01;
motivation-enhancing 3=0.201, p <0.01; opportunity-enhancing HPWS 3=0.112, p<0.01),
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and the impact of affective commitment on turnover intentions is significant too (3 =0.251,
p <0.01). This evidence confirms the second mediation condition.

According to the partial mediation model, after we included affective commitment as the
mediator, the previously significant relationships did not become non-significant, but their
strength diminished: ability-enhancing HPWS (3 =-0.136, p <0.001), motivation-enhancing
HPWS (B =-.116, p < .001) and opportunity-enhancing HPWS (3 =-0.0123, p < 0.001). The
significant effect of affective commitment on turnover intentions ( = -0.305, p < 0.001)
shows that affective commitment is a partial mediator between the AMO-enhancing HPWS
and employee turnover intentions. These findings partially support hypotheses 3a, 3b, and
3c.

Discussion

This study highlights the significant (and partial) mediatory role of affective commitment in
the relationship between AMO-HPWS perceptions and employee turnover intentions. The
study involved a sample of 572 respondents from 37 supermarkets and hardware SMEs
operating in Fiji. Positive employee perceptions of the three AMO components of HPWS -
i.e., ability-enhancing, motivation-enhancing, and opportunity-enhancing HR practices,
resulted in enhanced affective commitment, and decreased turnover intentions.

From a broader perspective, this study supports the core assumptions of social exchange
theory and the mutually rewarding processes it predicts (Jose & Mampilly, 2012). When
employees perceive a firm’s investment in AMO-enhancing HPWS favourably, they
reciprocate by increasing their emotional investment or affective commitment in the firm,
by exhibiting reduced turnover intentions.

Overall, this study contributes to a better understanding of whether and how employee
perceptions of contemporary AMO-enhancing HPWS impact turnover intentions in Fijian
SMEs. Introduction of AMO based HPWS by Fijian based SMEs can help the firms build
rewarding social exchanges, secure affective commitment from the employees, and reduce
employee turnover intentions. As social exchange theory suggests, even if employees
perceive that there are costs involved in the relationship with their respective employer, the
benefits of positive AMO-enhancing HPWS can outweigh the associated costs (Blau, 1964).

The results provided empirical support that all three subsets of AMO-enhancing HPWS have
positive effects on employee affective commitment level as demonstrated in the Western
contexts, public and private sectors, and large organisations (Boselie, 2010; Gardner et al.,
2011). Notably, the effects of ability-enhancing HPWS on affective commitmentin our study
are significantly higher than the motivation-enhancing and opportunity-enhancing HPWS
bundles, compared with other studies (Appelbaum et al., 2000; Gardner et al., 2011; Jiang
et al. 2012). Perhaps this is attributable to the demographic composition of employees
surveyed. As indicated, 80 per cent of food and hardware retail sector employees in Fiji were
between 20 and 30 years of age. Any type of training provided to these young, often poorly-
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educated employees would result in a significant increase in their skills, employability, and
future market value (Bamel & Stokes, 2016). The employees in our study also believed that
their firms compensated them adequately and fairly. Therefore, they probably showed
greater emotional investment regarding ability-enhancing HPWS than opportunity and
motivation-enhancing HPWS. However, this explanation is speculative and has not been
empirically validated in the study. A more rigorous examination of how demographic
factors mediate the relationship between HPWS components and turnover intentions
would strengthen this argument.

With regard to turnover intentions, our results reveal that affective commitment relates
negatively to turnover intentions in Fijian SMEs. Affectively committed employees feel
strong attachments and exceptional dedication to their organisations, and they exhibit
lower turnover intentions. Specifically, ability-enhancing and opportunity-enhancing
HPWS were more effective in minimising turnover intentions than motivation-enhancing
HPWS. This finding contradicts the results of some prior studies that indicate that
motivation-enhancing HPWS are more effective than ability and opportunity-enhancing
HPWS (Appelbaum et al., 2000; Gardner et al., 2011). This deviation may reflect the
differences in the conceptualisation and measurement of motivation-enhancing HPWS in
our study and previous studies. This study used both performance-based compensation
and promotion-related measures to capture motivation-enhancing HPWS whereas Gardner
et al. (2011) used only compensation-based measures. Perhaps the Fijian SME employees
in our study did not perceive promotion opportunities as motivating enough because there
were not many such opportunities.

Another reason for ability-enhancing HR practices to outscore the motivation-enhancing
HR practices on employee turnover intention in the study context is that, in developing
countries like Fiji, employee loyalty is tied to opportunities for personal development and
career progression. Employees in such countries would value skill development and long-
term career growth over short-term incentives. Ability-enhancing HR practices help meet
these expectations by focusing on long-term development. On the contrary, valuable,
motivation-enhancing practices like monetary rewards or recognition may have a different
impact in a developing country, mainly if employees are provided with the proper skills or
career advancement opportunities. When employees see that the organisation is
committed to helping them improve their abilities, it fosters a stronger connection to the
organisation, which can reduce turnover.

Given the inconsistent findings between motivation-related HR practices and employee
turnover intentions, future research of similar scope should carefully examine how
motivation-enhancing HPWS are conceptualized across different contexts to more
effectively capture the full range of motivating HR practices. This includes incorporating
constructs such as competitive compensation and benefits, fostering a positive work
environment, promoting work-life balance, and implementing employee engagement
initiatives.
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From a theoretical perspective, it is important to note that while social exchange theory
primarily emphasises individual exchanges in individualist societies, its applicability is also
relevant in collectivist contexts, such as Fiji, where employees may view organisational
support as part of a broader, group-oriented exchange. In such contexts, commitment and
loyalty to the organisation are often framed through social bonds and collective well-being.
Additionally, while SET typically highlights the role of intrinsic social rewards — such as
feelings of belonging, recognition, and personal fulfilment — in fostering social exchanges
in the context of Fijian SMEs, extrinsic rewards like competitive compensation and
promotion opportunities may play a more immediate and tangible role in shaping
employee perceptions of organisational commitment and turnover intentions. Given the
economic environment in Fiji, employees may prioritise material benefits and career
progression as key motivators. For instance, in developing economies where job security,
skill development, and financial rewards are crucial, extrinsic factors are often considered
essential for employee motivation and retention (Berber & Gasi¢, 2024). This helps clarify
why extrinsic rewards are particularly relevant in the Fijian SME context and aligns SET with
the measures used in this study.

The mechanisms through which employee perceptions of AMO-enhancing HPWS are linked
to turnover intentions have not received much attention in research (Boxall & Macky, 2009).
Our study has attempted to fill this gap by investigating the mediating effect of one such
mechanism - affective commitment. The results have revealed that affective commitment
partially mediates the link between AMO-enhancing HPWS perceptions and turnover
intentions. It means that all three AMO-enhancing HPWS perceptions have direct and
indirect effects on turnover intentions.

Theoretical Contribution

This study enhances theoretical frameworks in human resource management,
organisational behaviour, and organisational culture by providing insights into workforce
dynamics in developing countries. While many studies have examined the impact of high
performance work systems on employee outcomes (Karatepe, 2013; Benitez-Nufiez et al.,
2024), this research specifically focuses on SMEs in Fiji’s service sector, which faces
significant changes and unique challenges.

Over the past two decades, Fiji’s SME service sector, including retail and hardware, has
undergone transformation due to technological advancements, increased customer
service focus, 24-hour operations, and the rise of multinational corporations. Despite these
developments, the sector faces adversities of high employee turnover, political instability,
and disengagement. To be competitive, local SMEs have shown resilience by implementing
HPWS to tackle issues like inexperience and disengagement, underscoring its role in
maintaining service quality.

Crucial for fostering employee commitment HPWS, may help reduce turnover and enhance
workforce stability. This study supports Blau’s (1964) SET, showing that HPWS increases
employee commitment and decreases turnover intentions, aligning with previous similar
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research (e.g., Mostafa et al., 2015; Benitez-Nufiez et al., 2024). The findings suggest that
well-designed and selected HRM practices can serve as an effective short-term intervention
to mitigate immediate adverse effects on organisational operations, providing managers
with the necessary time and flexibility to develop sustainable, long-term solutions.

Furthermore, the findings indicate that organisational commitment mediates the
relationship between employee perceptions of HPWS and their turnover intentions in SMEs,
particularly within a diverse workforce. Similar results have been noted in prior studies
(e.g., Islam et al., 2023). The study thus reinforces Blau’s (1964) SET, affirming that higher
levels of employee commitment catalyse the relationship between perceptions of HPWS
and turnover intention.

The study provides insight into organisational commitment and turnover intention in
developing economies, highlighting the importance of affective commitment in mediating
HPWS’s effects on turnover. This research offers valuable guidance for HRM strategies to
improve employee retention and organisational stability in similar contexts.

Practical implications

Our study has some noteworthy implications for HR practitioners and SMEs in Fiji, which
may possibly be extended to HR practices in SMEs and other cultures, sharing similar
attributes (Akhtar & Malik, 2016). For managers aiming to reduce employee turnover
intentions, it is important to secure the employees’ affective commitment. This involves
significant investment in rigorous staffing, extensive training, performance-based
compensation, promotion process, empowerment, and information sharing practices. To
reap even greater benefits, organisations must invest in HR “bundles” that complement
ability and opportunity enhancing HR practices. An understanding of the role of HPWS
components in lowering employee turnover intention improves the accuracy and
generalisability of the AMO model, provides HR practitioners with insights into how
employees can be managed effectively, and offers guidance on how to enhance employee
retention. Managers should realise that the three HPWS components may not affect
turnover intentions directly. Instead, they do it through increased employee affective
commitment. Instead of solely monitoring employees’ intentions to leave, organisations
should focus on meeting their physiological, psychological, and emotional needs as well.
Because positive employee perceptions of the AMO-enhancing HPWS model affect their
affective commitment and turnover intentions, organisations should also emphasise
consistent communication about investments in the AMO subsystems.

Finally, this study offers a broader view of contemporary HPWS that tend to be successful
in Fijian SMEs. The negative relationship between AMO-enhancing HPWS and turnover
intention reflects the readiness of Fijian SMEs to adopt modern HR systems, regardless of
the cultural context. The readiness to adopt such HR systems can benefit foreign
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multinationals that plan to enter Fiji because fewer resources and efforts would be required
to align the multinational companies’ HR approaches with the Fijian organisational culture
and values.

Conclusion, Limitations, and Future Directions

This study involves Fijian employees working in SMEs. The Fijian culture is marked by high
masculinity, collectivism, and social heterogeneity. Additional studies should be conducted
in different cultural contexts to generalise the proposed research model in different work-
settings

We addressed two potential biases - selection bias and common method bias - in cross-
sectional research in our study (Piccoli et al., 2017). However, one key limitation of this
study is its cross-sectional design, which restricts the ability to draw causal inferences. To
address this limitation, future longitudinal research is needed to examine the causal
dynamics between these variables over time, thereby overcoming the methodological
constraints of this study and preventing any overstatement of the conclusion. Also, the
potential role of moderators in explaining the relationship among HPWS components,
affective commitment, and turnover intentions can be another interesting direction for
future investigation. For instance, the moderating role of job satisfaction and other
attitudinal variables while testing such relationships might be insightful. Finally, the study
controls for demographic variables, such as gender, age, and education; however, it does
not fully explore how these factors may vary across industries or countries, which could
impact the generalisability of our results beyond the Fijian SME context. We acknowledge
that the findings are context-specific and caution against assuming their applicability to
other settings without further investigation. For instance, demographic factors like age and
education may have different implications for employee outcomes in industries with
distinct organisational structures or cultural contexts, such as large corporations or non-
SME businesses. Additionally, the influence of these variables may differ across countries
with varying cultural or economic environments. For example, employees in individualistic
cultures may respond differently to HPWS than those in collectivist cultures like Fiji.
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Appendix 1: Terms of high-performance work system scale

Description

Adapted Items

Sample items

Comments/
Justification

Ability-enhancing practices are
those designed to improve the
knowledge and abilities of
employees either by developing
the skills of those already
employed or by hiring the best
people from the outside labour
market. Itincludes HRM practices
of selection and training
(Appelbaum et al., 2000)

Measured using six
items  related to
training (Agarwala,
2009) and three items
related to staffing

selection (Som, 2008).

“Our  organization
provides training for
a variety of skills” and
“There is a formal
induction, orientation
and socialization
process designed to
help recruits.”

Six items from Agarwala
(2009) related to training
and three items related to
staffing selection (Som,
2008) were adapted due to
their strong reliability in
respective private sector
studies. Other versions of
ability enhancing
measures exist but are
either tested in the public
sector setting or are tested
in research with a small
data set.

Motivation-enhancing practices
are those designed to affect an
employee’s desire and
willingness to perform assigned
work roles and go above and

Motivation-enhancing
HR practices included
eight items related to
performance-based

compensation  (Rao,

“The
incentives/rewards
received are directly
related to
performance and

Extrinsic - rather than
intrinsic motivation
factors are captured in the
motivation-enhancing HR
practices because of their

beyond stated expectations. It | 2007; Som, 2008), and | contribution at work” | greater relevance for
includes HRM practices of | three items related to | and “I have a good | frontline employees
promotion and performance- | employee  relations | chance of being | (Cerasolietal.,2014)
related pay (Gould-Williams | which includes | promoted within this
2005; Yu & Egri 2005) promotion organization”

opportunities

(Agarwala, 2003;

Garcia-Morales et al.,

2011).
Opportunity-enhancing Opportunity- Sample items for
practices are those designed to | enhancing HR | each construct
provide employees with | practicesincluded four | included “The
opportunities and information to | items for measuring | organisation
contribute to work-group and | employee provides enough
organisational success (Boselie, | empowerment opportunity to
2010) (Boselie, 2011), and | employees to

four items related to

information  sharing
(Macky &  Boxall,
2007).

provide inputs on a
wide range of issues”
and “Employees in
my organization
regularly receive
formal
communication
about company goals
and objectives”
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Appendix 2: Effects of Control Variables on Primary Variables

Control variable effect Standardised t-value Relationship
coefficient
Age > HPWS 0.120 3.407*** Positive
Age commitment -0.011 0.386 None
Age = turnover intention -0.073 -2.018* Negative
Gender > HPWS 0.022 0.633 None
Gender & commitment -0.024 -0.862* None
Gender = turnover intention -0.092 -2.561** Negative
Education > HPWS -0.022 -0.637 None
Education 2 commitment -0.137 -4.780** Negative
Education = commitment 0.177 3.255*** Positive
Tenure > HPWS 0.012 0.329 None
Tenure - commitment 0.012 2.024* Positive
Tenure = turnover intention 0.057 0.347 None
Work status = HPWS 0.137 -4.780*" Negative
Work status = commitment 0.177 3.255*** Positive
Work status = turnover intention 0.012 0.329 None
Ethnicity > HPWS 0.024 0.318 None
Ethnicity 2 commitment 0.024 3.035% Positive
Ethnicity = turnover intention 0.068 0.458 None

Notes: *p<.05, **p <.01, ***p <.001
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