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Abstract
Purpose – The purpose of this paper is to better understand the relationship between high-performance
work practices (HPWP) and organizational performance through a multi-dimensional model of the
relationship between HPWP and performance, which conceptualizes HPWP according to the ability,
motivation and opportunity (AMO) framework. HPWP are conceptualized as HR practices capable of
enhancing the AMO of employees to contribute to organizational performance.
Design/methodology/approach – Data were collected from 118 Jordanian firms operating in the
financial and manufacturing sectors. A questionnaire completed by the HR director in each firm
assessed HPWP adoption and their influence on organizational performance.
Findings – The findings generate support for the link between HPWP and organizational
performance and confirm the utility of the AMO model for conceptualizing HPWP and their impact on
organizational performance.
Research limitations/implications –While this study relies on cross-sectional data, it confirms the
utility of the AMO framework as an appropriate conceptual basis for HPWP and provides substantial
support for the relevance of HPWP in increasing organizational performance.
Originality/value – The findings provide a basis for more consistent empirical investigation and
better theory building for HPWP, and also provide a more robust basis for practical prescription.
The empirical contribution is also significant as one of the few studies to investigate the link between
HPWP and organizational performance in the Middle East.
Keywords Middle East, Organizational performance, High-performance work practices, AMO model
Paper type Research paper

Introduction
Substantial research on the link between high-performance work practices (HPWP) and
organizational performance has occurred worldwide since pioneering work in the
mid-1990s (Arthur, 1994; Becker and Gerhart, 1996; Delery, 1998; Huselid, 1995).
Empirical research on HPWP and performance has demonstrated that HR practices are
related to a set of organizational performance measures (Wright and Kehoe, 2008) and
this has provided a basis for many authors to promote the practical benefits from
adopting HPWP compared with the more control-based personnel approach which
emphasizes close monitoring and management of employees and their performance
(Tsai, 2006).

Despite extensive research and generally positive findings, many theoretical
challenges remain in understanding HPWP. This paper addresses one challenge – the
most appropriate conceptualization of HPWP and the introduction of an appropriate
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model to identify the HR practices encompassed by this concept. There has been little
agreement on the appropriate conceptualization of HPWP (Becker and Gerhart, 1996;
Boselie et al., 2005; Guest, 1997; Lu et al., 2015) and, as Wood (1999) suggested, little
consistency regarding individual HR practices across empirical studies. More recent
research argues that inconsistency in the conceptualization of HPWP constrains efforts
to explore the impact of HPWP on organizational performance (Purcell and Kinnie,
2007), which limits researchers’ capacity to undertake comparative studies and
cogently build on previous findings (Boxall, 1995). Moreover, recent research in HPWP
suggests examining mediating relationships of employee-related outcomes to explore
the “black box” in the relationship between HPWP and performance (Chang and Chen,
2011; Chuang and Liao, 2010; Takeuchi et al., 2009) Achieving this research aim
requires a well-evidenced understanding of the components of HPWP to assess to what
extent each component influences employee and organizational performance.

This study contributes to the literature by developing and testing a
multi-dimensional model of the relationship between HPWP and performance that
conceptualizes HPWP according to the ability, motivation and opportunity (AMO)
framework. HPWP are defined as HR practices that enhance the AMO of employees to
contribute to organizational performance. The study aims to validate the
conceptualization of HPWP based on the AMO model through an empirical study
conducted in a Middle Eastern country, which is a relatively under-explored context
(e.g. Darwish et al., 2013).

The following sections develop the study hypotheses through a review of the
literature. Study methods and measures are then outlined, before an analysis of results
and conclusions.

Theoretical background
The emergence of the strategic human resource management field has been associated
with a shift in scholarly interest from control-based personnel management to more
commitment-based HRM practices termed high performance (such as Kintana et al.,
2006; Martin-Tapia et al., 2009), high involvement (Camps and Luna-Arocas, 2009;
Guest and Hoque, 1994) and high commitment (Arthur, 1994; Pfeffer, 1994; Wood and
De Menezes, 1998) work practices. As well as the diverse labels used to describe HR
practices, there has been little consistency in the way researchers have conceptualized
HPWP and determined the HR practices to be included (Boselie et al., 2005; Purcell and
Kinnie, 2007). This lack of conceptual clarity, let alone consensus, is challenging
because, as Guest (1997, p. 274) concluded in his review of the HRM and performance
link, “only when we make progress in measuring the independent and dependent
variables can we begin to give full attention to the way in which they are linked.”

Researchers have conceptualized HPWP through various means. Some scholars
view HPWP as a collection of multiple and discrete practices with no explicit linkages.
This perspective holds that HPWP, as individual HR practices, are more likely to lead
to superior performance. In a review of 104 empirical research articles into the link
between HRM and firm performance Boselie et al. (2005) found that 58 of the articles
applied a “single practice” approach (e.g. Guest and Hoque, 1994). However, others
(e.g. Delery and Shaw, 2001) suggest that single superior practices are inadequate to
produce higher performance if they are viewed as without interdependence on other
practices. Rather, HR practices complement each other to support sustainable success.
Following this argument, HPWP are conceptualized as a set or bundle of HR practices,
which are mutually reinforcing and synergistic (Wright and Kehoe, 2008). However,
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which HR practices should be bundled together to form an HPWP system remains
unresolved (Lepak and Snell, 2002; Jiang et al., 2012). Efforts to address this issue have
conceived HPWP as a set of common dimensions, grouping practices into distinct but
related categories ( Jiang et al., 2012). For example, Huselid (1995) factor analyzed a large
group of HR practices to identify a set of underlying dimensions, labeled “employee skills
and organizational structures” and “employee motivation.” This approach has been
replicated in more recent studies (see, e.g. Shih et al., 2006; Luna-Arocas and Camps, 2008;
Jiang et al., 2012, 2013). The grouping of HPWP into encompassing categories has
received support. Wright and Kehoe (2008), for example, note that assigning different HR
practices into categories and considering their impact on a variety of outcomes can lead
to better understanding of the impact that each category can have on different
performance measures. Moreover, Jiang et al. (2012) found that HR dimensions are better
viewed as three distinct but related components of HR systems. The categorization
approach to conceptualize HPWP has occurred without a strong theoretical rationale.
With the exception of Jiang et al. (2012), there has been no empirical investigation to
clarify a conceptual model to best reflect the components of HPWP.

The influential work of Appelbaum et al. (2000) provides a basis for a stronger
conceptualization of HPWP through their AMO framework. According to Appelbaum
et al. (2000), HR practices influence performance through their impact on employee AMO
to participate. Boxall and Purcell (2003) argue that according to the AMO framework
employees will perform well when they are able to do so (i.e. abilities); they have the
motivation to do so (i.e. motivation); and when their work environment provides the
necessary support for them to express themselves (i.e. opportunity to participate).
Following this, the AMOmodel suggests that HPWP enhance the three main components
of the model and can be described along three dimensions: ability-enhancing practices,
motivation-enhancing practices and opportunity-enhancing practices. In this study,
we argue that these three dimensions broadly represent the domain of HPWP.

The ability-enhancing dimension reflects the degree of investment in HR practices
intended to improve the knowledge, skills and abilities (KSA) of employees (Wright
and Kehoe, 2008). HR practices of staffing and training directly influence employees’
ability to perform by affecting their KSA inventory (Katou and Budhwar, 2010). This
is well evident in Delery and Doty (1996) when they propose two HRM systems which
aim to enhance employees’ abilities: the buy-oriented and the make-oriented systems.
The buy-oriented system aims to enhance employees’ abilities by implementing a set
of HR practices like rigorous selection and sophisticated recruitment methods
that bring new skills required to perform the requisite tasks to the company.
The make-oriented system, on the other hand, focusses on imparting skills to existing
employees through training and development. Ability-enhancing practices are
intended to buy skills and/or enhance the existing skills of employees (Ma Prieto and
Pérez-Santana, 2014).

The second dimension, motivation-enhancing, is the degree of investment in HR
practices functioning to motivate employee behavior (Wright and Kehoe, 2008).
Motivation of employees could be increased through practices such as formal
performance appraisal and rigorous compensation systems (Boxall and Purcell, 2003).
The literature suggests that, with the provision of incentives, employees will feel they
are treated fairly and they tend to respond positively toward their company by
enhancing their performance (Ur Rahman and Ahmad, 2015). Performance appraisal
also serves as a feedback mechanism for employees, which increases the motivation
(Meadows and Pike, 2010).
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The final dimension, opportunity-enhancing, relates to HR practices that provide
employees with opportunities to participate in substantive decision-making on work
and organizational outcomes (Tsai, 2006; Wright and Kehoe, 2008). The provision of
opportunities to employees tends to increase their confidence as they use more
autonomy in task performance ( Jiang et al., 2012). This aspect of HPWP could be
achieved through such practices as information sharing, quality circles, flexible work
assignment and effective communication tools. In particular, information sharing
practices tend to assist employees to align their behavior with important company
policies, regulations, which may help them better perform requisite tasks (Marks et al.,
1986; Meadows and Pike, 2010). Employees’ participation in quality circles programs
also enhances the morale, team spirit and participative partnership of employees in the
organization (Maheshwari, 1987). Job design in the form of flexible work arrangements
increases employees’ learning and collaboration ( Jiang et al., 2012).

The use of the AMO framework as a model for conceptualizing HPWP is
theoretically plausible (Purcell and Kinnie, 2007; Jiang et al., 2012, 2013) and it offers the
basis for understanding the strategic value of HPWP (Luna-Arocas and Camps, 2008).
In particular, the AMO framework provides a detailed account of how HR practices can
affect organizational performance by influencing employees’ ability (e.g. formal
staffing and training), motivation (e.g. formal performance appraisal and appropriate
compensation) and opportunity to participate (e.g. the use of attitude surveys).

The AMO conceptualization of HPWP has also been implicitly used by scholars in
empirical research since its emergence in 2000. Boselie et al. (2005) found that
more than half of 104 empirical research papers reviewed made use of the AMO
framework. Paauwe (2009, p. 136) confirmed the increased use of the
AMO framework: “So gradually we are witnessing the birth of at least a certain
commonality around how HRM is operationalised when exploring the relationship
between HRM and performance.” In a more recent meta-analysis study, Jiang et al.
(2012) confirmed frequent use the three-dimension model of skill-enhancing,
motivation-enhancing and opportunity-enhancing HR practices as a basis for
conceptualizing HRM systems. While Jiang et al. (2012) provide preliminary support
for the use of the AMO model to better conceptualize HPWP based on their
meta-analytic review, their findings require empirical confirmation. The limitation of
previous literature remains the lack of empirical investigation explicitly aimed at
validating the AMO framework. This study develops a series of hypotheses on the
basis that HPWP are a comprehensive set of HR practices designed to enhance
employees’ skills, motivation and opportunity to participate, all of which aim to
improve organizational performance.

Impact of HPWP on organizational performance
Previous research provides evidence of the link between HPWP and organizational
performance, with HPWP influencing a range of indicators of organizational
performance including financial performance (Guest et al., 2003; Huselid, 1995; Shih
et al., 2006), employee productivity (Guthrie, 2001; Huselid, 1995), turnover rate (Arthur,
1994; Vandeberg et al., 1999) and absence rate (Marks et al., 1986; Wood and
De Menezes, 1998).

Despite these general findings, there has been little research into the individual
contributions of each of the AMO dimensions of HPWP to organizational performance,
and no attempt to investigate the impact of all three dimensions in a single study,
particularly in Jordan.
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Previous literature has shown that the use of ability-enhancing practices, such as
formal selection process and comprehensive training programs, can lead to enhanced
financial performance and employee productivity (Huselid, 1995; Singh, 2004). In
addition, motivation-enhancing practices are more likely to lead to enhanced productivity
(Huselid, 1995) and financial performance (Singh, 2004). Finally, opportunity-enhancing
practices, such as employee participatory programs and extensive communication and
feedback activities, are found to enhance performance (Huselid, 1995). These patterns are
confirmed in a recent meta-analysis ( Jiang et al., 2012).

Following these discrete findings, this study hypothesizes that ability-enhancing,
motivation-enhancing and opportunity-enhancing HR practices positively influence
organizational performance. Therefore, the proposed theoretical model (see Figure 1)
focusses on the impact of these three underlying dimensions of HPWP on
organizational performance, operationalized as perceived financial performance,
summarized in the following three hypotheses:

H1. There is a positive relationship between ability-enhancing practices and
organizational performance.

H2. There is a positive relationship between motivation-enhancing practices and
organizational performance.

H3. There is a positive relationship between opportunity-enhancing practices and
organizational performance.

Method
Sample and data collection
Data were collected through a large self-administered survey in the manufacturing and
financial sectors in Jordan between May 2009 and February 2010. Participants were
recruited from 176 organizations, which each employ at least 100 employees.
The decision to exclude organizations employing less than 100 employees was based
on results of previous research in HRM, which indicates that the larger the firm the
more likely it is to have a formal organizational unit dealing with human resources as
well as more formalized HR practices (Guthrie, 2001; Huang, 2000). Questionnaires were
completed by the most senior manager responsible for the HR function. Of the

0.226*

0.279*

0.305*

Organizational
Performance

Ability-enhancing
Practices

Motivation-
enhancing Practices

Opportunity-
enhancing Practices

Note: *p<0.05

Figure 1.
An illustration of the
relationship between
HPWP and
organizational
performance
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176 questionnaires distributed, 121 questionnaires were returned. In total, 118
completed and usable questionnaires were used in the analysis, with a 44 percent
response rate.

The majority of organizations (74.5 percent) employed between 100 and 300
employees, over half of the organizations (59 percent) operated in the manufacturing
sector and most of the organizations (88 percent) were locally owned. The majority of
respondents were male (82 percent), and had less than 10 years of experience
(92 percent) in their current organization.

Studies that collect data from a single respondent using the same method may be
subject to potential common method bias (Gardner and Wright, 2009; Wright et al.,
2001). To reduce the potential for common method bias, three steps were undertaken.
First, this study used a self-administered questionnaire, which has the potential to
reduce social desirability bias (Furnham, 1986). Second, respondents were asked
to stipulate the source of information on performance indicator data, with 71 percent
using an objective source to inform their responses. Finally, a one factor analysis was
performed in this study, which indicated that no single factor accounted for more than
50 percent of variance in the constructs, indicating discriminant validity and
supporting the claim that common method variance is unlikely to invalidate the results
of the current study (Carr and Kaynak, 2007).

Measures
The survey was initially developed in English. The double-back translation method
was then used for the survey items, whereby the questionnaire was developed in
English language and then translated into Arabic by a certified translator, and then
back-translated into English. The questionnaire was then evaluated by a number of
independent researchers in human resource management to assess content validity.

Scales were developed to measure the three dimensions: ability-enhancing,
motivation-enhancing and opportunity-enhancing practices based on previous
empirical studies (Flood et al., 2008; Huselid, 1995; Snell and Dean, 1992). Multiple
sources were used to develop the HPWP scale items because of the lack of agreement in
the literature on the HR practices that comprise HPWP. Classifying HPWP into three
dimensions enables the research to include the practices that are considered, on the
basis of theory, to lead to enhanced performance. All items were measured on a seven-
point scale. For example, respondents are asked to score the following statement: “how
much importance is placed in the staffing process in this company?”, with the scale
anchored from 1 “very little” to 7 “great deal.”

A nine-item scale was used to measure ability-enhancing practices, including
staffing (i.e. formal job analysis, recruitment and selection) and training and
development practices, with items such as “How much importance is placed on the
staffing process in this company?” and “What proportion of employees have received
training in generic skills (e.g. problem solving, communication skills, etc.)?”

Questions on motivation-enhancing practices were designed to measure both
performance management and compensation practices. Three scale items were used to
measure performance management practices, for example, “What proportion of
employees receive formal performance appraisals and feedback each 12 months?”
These items were adopted from Huselid (1995) and Flood et al. (2008). Three items were
used to measure compensation practices, taken from Flood et al. (2008) and Snell and
Dean (1992), including, for example, “How would you rate pay level in this company
relative to other companies?”
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Finally, to measure the opportunity-enhancing practices dimension, which reflects
communication and participation practices, six items were used, taken from previous
work by Flood et al. (2008), for example, “What proportion of employees are routinely
administered attitude surveys to investigate employee morale?” and “What proportion
of employees are involved in programmes designed to elicit participation and employee
input (e.g. quality circles, problem-solving and/or consultative committees)?”

Perceived overall organizational performance measures were used in this study.
This study adopted quasi-perceptual measures of performance, which evaluate
performance in objective terms (such as return on equity, sales growth and
profitability) through the perception of managers (Ketkar and Sett, 2009).
Self-perception based measures of performance are widely used (e.g. Macky and
Boxall, 2008; Shih et al., 2006). The use of actual artifacts minimizes the need for
participants to rely on subjective assessments and situational cues (Doty and Glick,
1998). Measures of organizational performance were obtained by asking respondents to
compare their company’s performance with that of similar companies operating in the
same sector over the past one to three years, with responses on a seven-point Likert
scale ranging from 1 (0 percent) to 7 (100 percent).

Consistent with previous studies on the effect of HPWP on performance (Arthur,
1994; Guthrie, 2001; Huselid, 1995), the following organizational variables were
included as potential control variables indicating their influence on organizational
performance: company size, company age, company ownership, the sector within
which the company operated, employee turnover rate, employee absence rate, and line
managers’ HR-related responsibility. Company size reflected the number of working
employees. The control variable for company age was the number of years the
company has been in operation in Jordan. Company ownership reflects whether
the company is foreign or locally owned. Employee turnover and employee absence
were statistically controlled for based on research connecting these two variables to
organizational financial performance. For example, Shaw et al. (2005) found that
turnover has a complex and significant relationship with financial performance while
absenteeism has been consistently linked to increased turnover and decreased
performance across decades of organizational research (Ivancevich, 1985; Muchinsky,
1977). Line management responsibility for human resource practices and decisions was
also controlled for as line management responsibility for HR has been recently linked to
the outcomes of high-performance HR practices (Mitchell et al., 2013).

Results
Confirmatory factor analysis (CFA) using AMOS was used to specify the relations of
the observed measures to their posited underlying constructs, with the constructs
allowed to intercorrelate freely (Anderson and Gerbing, 1988). CFA was conducted to
identify whether the proposed three-dimension AMO model of HPWP best fits the data
in comparison with a series of alternative nested models.

Assessment of model fit was based on multiple criteria, which reflect theoretical and
statistical considerations (Byrne, 2001). We adopted the following indices to assess model
fit: the χ2), root-mean-square error of approximation (RMSEA), goodness-of-fit index
(GFI), adjusted goodness-of-fit index (AGFI) and comparative fit index (CFI) (Hox, 2002;
Kline, 2005). If the GFI is below the acceptable range of model fit, model modification is
necessary to achieve a better fitting model (Schumacker and Lomax, 2004). The initial
measurement model for ability-enhancing practices did not fit the data well
( χ2¼ 64.57, df¼ 27, p¼ 0.00, GFI¼ 0.89, AGFI¼ 0.81, RMSEA¼ 0.11, CFI¼ 0.93).
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To achieve better fit, item 3, which intended to measure “extent of extensive recruiting
efforts,” was removed. The provision of extensive recruitment within organizations may
not be a necessary condition to achieve high performance as organizations can depend on
internal recruitment to fill vacant positions. Moreover, many scholars (e.g. Huselid, 1995;
Macky and Boxall, 2007) have not included “extensive recruitment” as part of HPWP
when they examined their link with organizational performance.

The improved CFA model for ability-enhancing practices parameter showed better fit
( χ2¼ 26.52, df¼ 20, p¼ 0.14, GFI¼ 0.95, AGFI¼ 0.91, RMSEA¼ 0.05, CFI¼ 0.98). The
improved CFA models for both motivation-enhancing practices ( χ2¼ 10.70, df¼ 5,
p¼ 0.06, GFI¼ 0.96, AGFI¼ 0.89, RMSEA¼ 0.09, CFI¼ 0.98) and opportunity-enhancing
practices ( χ2¼ 5.14, df¼ 5, p¼ 0.40, GFI¼ 0.98, AGFI¼ 0.95, RMSEA¼ 0.02, CFI¼ 0.99)
provided good fit. Finally, the CFA model of organizational performance measures
achieved model fit ( χ2¼ 3.57, df¼ 4, p¼ 0.47, GFI¼ 0.99, AGFI¼ 0.96, RMSEA¼ 0.00,
CFI¼ 1.00).

Following this assessment, reliability and validity assessments of the underlying
constructs were undertaken. Values of composite reliability, average variance extracted
and Cronbach’s α were calculated to measure construct reliability. Researchers
proposed 0.8 as a threshold for composite reliability, 0.7 for Cronbach’s α and 0.5 for the
average variance extracted (Hulland, 1999). The measurements demonstrate that
constructs are internally consistent and reliable, as shown in Table I.

To illustrate the relationships between measures, Table I also shows the descriptive
statistics with the means, standard deviation and correlations for all variables. High
correlations exist between independent variables as well as between independent
variables and dependent variables. The former reflects the multi-dimensional
operationalization of HPWP, and the latter provides preliminary support for the
impact of HPWP on performance indicators.

To identify any multicollinearity problem, variance inflation factor, tolerance
value and condition index were calculated. The general cutoff point for the variance
inflation factor is that the value should not exceed 10, tolerance value should not be
less than 0.10, while condition index values that exceed 30 may be considered as
indicating moderate collinearity among constructs (Pallant, 2005). Results of
multicollinearity diagnosis among the dependent variables showed that
multicollinearity is not a problem, as shown in Table II. Values of tolerance and
variance inflation factor are within the acceptable level. The slightly high values for
condition index for motivation-enhancing and opportunity-enhancing constructs are
acceptable since they do not account for a substantial proportion of variance (i.e. 0.90
or above for two or more coefficients).

The three-factor CFA model fit indices were computed. This model consisted of
three first-order latent factors with each indicator loading into one of the three
interrelated latent factors. As shown in Table III, results indicated an acceptable fit for
the model. The proposed HPWP three-factor model was then compared with alternative
models through the nested model comparison method (Steiger et al., 1985). The nested
models included parameter restrictions compared to a full model. χ2 difference tests
were used to measure the significance of the difference between nested and full models
(Kumar and Sharma, 1999). As shown in Table II, the χ2 difference tests indicated that
the proposed three-factor model showed the best fit indices compared with the
alternative models (χ2¼ 183.40, df¼ 132, p¼ 0.00, CFI¼ 0.96, RMSEA¼ 0.06,
GFI¼ 0.85, AGFI¼ 0.81). This provides support for the previous assumption made,
indicating that HPWP are constructed according to the AMO framework.
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Means, standard
deviations, average
variance extracted
(AVE), composite
reliability (CR),
Cronbach’s (α), and
correlation
coefficients
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The study hypotheses were tested using structural equation modeling through
SMART PLS software. In particular, direct relationships were tested between ability-
enhancing, motivation-enhancing and opportunity-enhancing practices and
organizational performance, while controlling for company age, company ownership,
sector, turnover, absence and line managers’ responsibility. Results showed significant
positive relationships between ability-enhancing practices (t¼ 2.090, p¼ 0.037),
motivation-enhancing practices (t¼ 2.053, p¼ 0.040), opportunity-enhancing practices
(t¼ 2.111, p¼ 0.035) and organizational performance. Thus, all study hypotheses were
supported, as shown in Figure 1.

Analysis of the predictive utility of the model using the R2 statistic generated by
PLS structural equation modeling revealed that the full model explained 68 percent of
the variance in organizational performance, which can be interpreted as indicating
good fit (Chin, 1998a, b). In addition, the Stone-Geisser criterion (Q2) was used to further
assess the capacity of the model to predict organizational performance. The Stone-
Geisser Q2 statistic is generated using a blindfolding technique in which a segment of
data is hidden during parameter estimation then re-estimated using the generated
parameters. This process is replicated until all data have been hidden and estimated
(Hair et al., 2011). The smaller the difference between the original and predicted values,
the better the model’s predictive capability and higher theQ2. The analysis resulted in a
Stone-Geisser criterion Q2 value of 0.42, which exceeds the threshold value of zero and
supports the model’s predictive relevance (Sarstedt et al., 2014). Finally, PLS structural
equation modeling generates the standardized root mean square residual (SRMR) to
enable assessment of model fit. The SRMR represents the difference between the
observed and predicted correlation and a value less than 0.08 indicates good model fit
(Hu and Bentler, 1999). The data generated a SRMR of 0.07, providing further support
for the utility of the model.

Discussion
The purpose of this study is to extend understanding of the relationship between
HPWP and organizational performance. In particular, the study develops and
empirically investigates a multi-dimensional model of the relationship between HPWP
and organizational performance, which conceptualizes HPWP according to the AMO
framework. The analyses were extended by examining the direct relationship between
the multi-dimensional model of HPWP (with ability-enhancing, motivation-enhancing
and opportunity-enhancing practices) and perceived financial measures of
organizational performance. This study was conducted in the Middle East where
few studies have been undertaken to examine the link between HPWP
and performance.

Theoretical implications
The results of this study contribute to the literature in a number of ways. First, at their
most general, the results show significant and positive relationships between HPWP

Construct Tolerance VIF Condition indices (CI)

Ability-enhancing 0.495 2.02 29.84
Motivation-enhancing 0.539 1.86 32.09
Opportunity-enhancing 0.381 2.62 36.04

Table II.
Values of tolerance,
variance inflation
factors (VIF) and

condition indices (CI)
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and organizational performance. which is in line with the results of previous studies
(e.g. Delery and Doty, 1996; Huselid, 1995; Katou and Budhwar, 2010; Vandeberg et al.,
1999). The positive influence of HPWP on organizational performance indicates that
organizational investment in HR practices to acquire, maintain and develop highly
qualified employees has potential to generate financial gains. The findings confirm the
utility of each AMO dimension in achieving financial gains and show the role of HPWP
in enhancing company benefits. In particular, the results suggest that adoption of
formal staffing and training practices, formal performance appraisal and compensation
based on group performance are positively linked to organizational performance.

Second, while these general findings largely confirm a growing body of existing
research that has found empirical support for the relationship between HPWP and
organizational performance (Guest et al., 2003; Guthrie, 2001; Huselid, 1995; Shih et al.,
2006), there has previously been limited specification of the roles of different types of
practices in this relationship. Even studies that have used similar categories of HR
practices based on the AMO framework (Huselid, 1995; Shih et al., 2006; Wood and
De Menezes, 2008), and whose results are consistent with ours, have not provided
empirical verification of this categorization. By empirically investigating competing
models, and demonstrating strong support for each of the three HPWP dimensions on
organizational performance, this paper provides unique verification of the AMO-based
multi-dimensional HPWP model. This finding supports Jiang et al.’s (2012) claim for
multi-dimensional rather than unidimensional models of HRM and contributes to clarity
in conceptualization and operationalization, which underpins a cogent and cumulative
research trajectory in study of the relationship between HPWP and performance.

The AMO-based HPWP architecture enables a better theoretical understanding of the
relationship between HPWP and performance and has methodological and empirical
implications. In previous studies, measurement issues on the choice of HR practices have
posed barriers to the comparison of results and interpretations of findings across studies
(Dyer and Reeves, 1995). Greater confidence in the adoption of the AMO framework by
researchers will facilitate comparative research and enable easier evaluation of practices,
potentially solving one of the problems experienced in assessing the extent to which
HPWP impact organizational performance (Purcell and Kinnie, 2007).

Third, the findings of this study provide support for the relationship between HPWP
and organizational performance in a non-Western context, namely Jordan. The study
produced results in Jordan that are broadly similar to results in Western developed
countries which is of interest and deserves discussion, although the study did not
specifically investigate the impact of contextual variables on the relationship between
HPWP and performance. Because of recent trends in management practice in Jordan, the
results are not unexpected. Over the last few decades, Jordan has invested in human
resources as part of an extensive reform initiative to promote privatization and become a
knowledge-based economy (World Bank, 2009). Importing Western HR practices to
Jordanian companies was part of the structural reforms that encompassed many aspects
of modern Western policies and practices (Al-Husan and Brennan, 2009). It is of interest
that, despite the obvious religious and cultural differences, employees in Jordan seem to
have responded to these practices in similar ways to employees in Western countries.

Managerial implications
HR managers can have more confidence in focussing on policies and practices that
develop employees’ AMO to participate when considering human resource
development. The use of the AMO framework can assist managers to develop a
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comprehensive approach to HR practices by promoting strategies in each “practice”
area, that is, skill-enhancing, motivation-enhancing and opportunity-enhancing HR
practices. The findings suggest that practices in each of the HR dimensions have the
potential to contribute to financial performance. Managers are therefore advised to
ensure that their approach to HR encompasses comprehensive recruitment, selection
and training to ensure skilled employees; opportunity for development and career
advancement and competitive compensations and rewards to ensure motivated
employees; and initiatives such as flexible work design and employee involvement
strategies to ensure opportunity for employee empowerment. Investment in all three
of these areas, rather than one or two HR dimensions, is recommended as there
is empirical evidence to support the belief that investing in HPWP will generate
financial gains.

Conclusion and limitations
This study contributes to the HPWP literature, with several limitations. First, this
study examines the relationship between HPWP and organization performance based
on cross-sectional research, which limits claims of causality. Longitudinal research is
usually suggested in empirical HR research (Boselie, 2010). Unfortunately, longitudinal
studies may be hard to implement due to lack of long-term cooperation from companies,
particularly in Jordan. Second, like many earlier studies such as Huselid (1995) and Shih
et al. (2006), this study collected data on HPWP and organizational performance from
the same respondent which raises the possibility of common method variance
(Podsakoff et al., 2003). While the analysis provided support for discriminant validity,
future research using objective measures of performance would provide stronger
support for the relationships investigated. Third, while the verification of the HPWP
conceptualization was based on the AMO framework, the framework itself has
limitations. For example, Lepak et al. (2005) note that the framework does not preclude
overlap among HR practices. Formal training programs, which are designed to improve
employees’ skills and knowledge, may also be used to communicate a commitment to
employees that elicits motivation as well (Wright and Kehoe, 2008). Boxall and Macky
(2009) argued that HPWP are only one component of the employment relationship.
Work systems, for example, are linked to the way jobs are organized within companies.
Future research could investigate the interaction between each of the AMO dimensions
to enable a clearer specification of possible moderator and mediator effects in the
model. Future research should further explore components of HPWP based on the
AMO model with two broad types of practices: work practices and employment
practices (Boselie, 2010).

The last limitation is linked to the participants in this study. This study relies on
senior HR managers’ perception on HPWP implemented in their companies and on their
view of the overall organizational performance, particularly financial performance. The
AMO framework, as proposed by Appelbaum et al. (2000), describes work practices
which enhance employees’ ability, motivation, and opportunity and research conducted
so far focussed on the utility of these practices at the company level. However, little is
known about employees’ view of the utility of these practices at the individual level.
Boselie (2010) concludes that future research should further explore the HPWP and
performance link from different groups of employees.

Despite these limitations, this study emphasizes the relevance of HPWP in
increasing organizational performance. In particular, the findings of this study
provided verification for the AMO framework as an appropriate structure for the
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conceptualization of HPWP, confirming the AMO model’s ability to explain the
relationship between HPWP and organizational performance. This verification lends
support to the AMO model as an appropriate model for examining the “black box” in
the link between HPWP and performance. The HR practices included in this model are
focussing on increasing employees’ ability, enhancing their motivation to perform, as
well as improving the opportunity for them to participate and be involved in the
company. The results of this study also lend support to the direct relationship between
ability-enhancing, motivation-enhancing and opportunity-enhancing practices and
organizational performance.
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