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Abstract. In the context of deepening global economic integration and intensifying talent 

competition, the retention of high-quality employees has become a strategic challenge for state-

owned enterprises (SOEs) worldwide. Operating as hybrid organizations that combine public 

governance mandates with market-oriented performance logics, SOEs constitute a complex 

institutional setting in which similar human resource management (HRM) practices often 

generate divergent forms of organizational commitment. Drawing on an interdisciplinary 

perspective at the intersection of HRM, organizational psychology, institutional governance, and 

sustainability-oriented management, this article conducts an integrative review of 73 peer-

reviewed studies published between 2000 and 2025, following PRISMA 2020 guidelines. 

Through thematic synthesis and theory mapping, the review identifies core theoretical tensions 

among motivation-based perspectives, social exchange under constrained reciprocity, 

psychological empowerment, and the three-component model of organizational commitment. 

The findings demonstrate that HRM practices do not exert uniform effects on affective, 

continuance, and normative commitment, particularly in contexts characterized by high 

institutional stability and limited managerial discretion. Building on these insights, the article 

proposes an integrative conceptual framework that positions psychological empowerment as a 

context-conditioned micro-level mechanism linking HRM practices to differentiated 

commitment outcomes in hybrid SOEs. By recontextualizing social exchange and commitment 

theories within public and hybrid organizational settings, this study advances multidisciplinary 

scholarship and offers a foundation for developing sustainable HRM strategies aimed at retaining 

high-quality human resources in SOEs.  

Keywords. High-quality employees; State-owned enterprises; Organizational commitment; 

Psychological empowerment; Hybrid organizations; Sustainable HRM 

1. Introduction 

In the wake of advancing global economic integration and increasing cross-border 

competition for talent, attracting, developing and retaining high-quality skills have emerged as 

a core concern not only for private firms but also for public-sector institutions and SOEs 

(OECD, 2022; World Bank, 2021). High-quality human resources constitute a critical source 

of organizational knowledge, innovation capacity, and adaptive capability, thereby serving as a 
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fundamental foundation for the long-term development and sustained competitiveness of 

organizations (Becker, 1993; Lepak & Snell, 1999; Teece, 2018). As a result, employee 

retention is no longer considered only in terms of an operational HRM problem that can be 

addressed through wage systems and the application of appropriate change management 

models, but as a multi-disciplinary phenomenon located at the intersection between HRM, 

organizational psychology and institutional governance / sustainability-oriented management. 

This inter-disciplinarity is particularly salient in the context of SOEs, which are widely 

conceptualized as hybrid organizations that simultaneously embody public-sector logics such 

as stability, legality, and social accountability and market-oriented logics emphasizing 

efficiency, competition, and performance accountability (Thornton et al., 2012; Bruton et al., 

2024; Güngördü-Arıoğlu & Tunçalp, 2025). Such institutional hybridity fundamentally 

reshapes the nature of employment relationships within SOEs. On the one hand, high-quality 

employees in SOEs typically possess strong general and professional competencies and enjoy 

relatively high mobility in external labor markets. On the other hand, they remain embedded in 

dense institutional arrangements, normative expectations, and a persistent public service ethos. 

Consequently, employee commitment in SOEs cannot be adequately understood as a simple 

attitudinal response to organizational inducements. Rather, it should be conceptualized as an 

organizationally embedded psychological process that is jointly shaped by internal management 

practices and the broader institutional context in which these practices are enacted (Yang et al., 

2016). 

Previous studies within public and quasicubic organizations offer inconsistent 

evidence on how professional employees’ commitment to the organization is created and 

maintained. Some research emphasis work experience, career security, and public service 

motivation as antecedents of continuance and normative commitment (Perry & Wise, 1990; 

Borst et al., 2019). Other authors suggest that bureaucratic control, restricted managerial 

autonomy and inflexible systems of rewards inhibit an individual’s intrinsic motivation, 

autonomy (felt), meaningful work and thus affective commitment as well as strengthening 

turnover intentions (Ritz et al., 2016; Saleem, 2020). This non-convergence is indicative of a 

more fundamental theoretical challenge that most of the dominant models of organizational 

commitment (OC) are based upon linear, exchange-based assumptions. 

Based largely on Social Exchange Theory (SET), prior research generally posits that 

HRM practices directly and uniformly influence commitment via the lens of employees 

perceived support or satisfaction (Blau, 1964; Cropanzano et al., 2017). However, this logic is 

inadequate for hybrid institutional actors like SOEs, in which exchange relationships are 

asymmetrical and heavily regulated with the context of a larger corporate governance. As a 

result, the dominant theories fare poorly in explaining why similar HRM practices might elicit 

diverse types of commitment—whether they are affective, continuance, or normative or as to 

why identical HRM systems can produce widely varying employee responses at an intra-

organizational level. 

A promising micro-level mechanism to overcome this shortcoming is psychological 

empowerment. Psychological empowerment, as a motivational state with four dimensions 

meaning, competence, autonomy and impact, reflects the way employees make sense of their 

work environment (Spreitzer, 1995; Seibert et al, 2011). However, empowerment is not 

expected to work similarly in all institutional circumstances. The salubrious psychological 

empowerment effects are context and situation specific, where the same level of such positive 

psychology may trigger very distinct commitment reactions with respect to institutional 
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stability, reform intensity and administrative control. Notwithstanding the theoretical 

importance of this conditional logic, it is largely untested in empirical studies. 

This void can be addressed in a particularly meaningful way by focusing on 

Vietnamese SOEs. Continued public sector reforms directed at reshaping and enhancing SOEs 

– particularly in the core economic center of Ho Chi Minh City – have increased managerial 

space but also deepened accountability (OECD, 2022; World Bank, 2023). But many SOEs still 

have an HRM system dominated by administrative practices with little career mobility and 

limited training/development opportunities. This institutional shortage has become the driving 

force of talent in SOEs, which poses massive risks to modern governance structure and quality 

service. 

Building on this premise, the present study reconceptualizes OC among high-quality 

employees in state-owned enterprises through a contextualized and process-oriented 

perspective. We posit that the effect of HRM practices on organizational commitment is 

channeled by psychological empowerment and moderated by institutional stability. The study 

thus seeks to answer these research questions: (1) How do HRM practices affect high-quality 

employees' psychological empowerment in SOEs? (2) What is the relationship between work 

engagement and effectiveness, continuance, and normative commitment? (3) How are these 

relationships conditioned by institutional stability? 

Through combining insights from HRM, organizational psychology and institutional 

governance (Battilana et al., 2009), this study thus provides an enriched comprehension of the 

phenomenon of OC in such hybrid institutional context, as well as evidence-based implications 

for how to design sustainable HRM systems that can retain high-quality employees in SOEs. 

 

2. Literature review 

2.1 Organizational commitment in State-owned enterprises 

Organizational commitment (OC) has been described as a psychological nexus that 

connects staff to their work place, and affects their intentions to stay, contribute and endorse 

organizational goals (Mowday et al., 1979; Meyer & Allen, 1991). Among them, the trio model 

has a profound impact among the definitions of affects and commitments proclaimed by Meyer 

and Allen (1991) including affective commitment (AC), continuance commitment (CC), 

normative commitment (NC). AC refers to the organization that considers employees 

belonging to emotional relations and identification; CC is the individual's perceived cost of 

leaving; NC is employee moral obligation attitudes. These three components have been 

repeatedly shown to vary in their antecedents and outcomes. AC has a high connection with 

positive performances such as performance, commitment and discretionary behaviors, while the 

CC and NC are more connected to retention and compliance than to proactivity (Meyer et al., 

2002; Solinger et al., 2008; Burrows et al., 2022). 

Within public sectors and SOEs, the model of commitment is different compared to 

private firms. Job security, long-term rewards and public service ethos are among the positive 

factors boosting CC and NC, whereas rigid bureaucracy and low empowerment may hinder AC 

(Borst et al., 2019; Vandenabeele et al., 2022). For these prime employees, those with high 

labor mobility and strong outlooks on independence and progress, this discrepancy is 

especially noticeable. This may mean that they are still in SOEs not because they want to, or 

because they even feel compelled to, but perhaps because they belong there. This pattern 

highlights the need to focus, as it were, on not only in how far employees are committed, but 

on which commitment and by means of what processes are established. 
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2.2 Human resource management practices and organizational commitment 

Human resource management (HRM) practices constitute a primary mechanism 

through which organizations shape employees’ attitudes and behaviors. Drawing on Social 

Exchange Theory, prior research suggests that when employees perceive HRM practices as 

supportive and favorable, they are more likely to reciprocate with positive work attitudes, 

including stronger organizational commitment (Blau, 1964; Eisenberger et al., 2020). However, 

HRM practices are not enacted in an institutional vacuum. In public-sector and SOE contexts, 

HRM is embedded within systems of governmental accountability and bureaucratic regulation, 

which condition how such practices are designed, implemented, and experienced. As a result, 

employees’ perceptions of HRM practices depend not only on their content but also on the 

organizational and broader social structures in which they are situated. In SOEs, HRM practices 

are often subject to administrative constraints and formalized procedures, which may alter their 

meaning and limit their capacity to elicit uniformly positive attitudinal responses. 

This study concentrates on four central HRM practices extensively addressed in prior 

research, namely training and learning (TL), financial rewards (FR), human resource 

development (HRD), which includes career management and promotion, and the work 

environment (WE). 

Training and learning are indicators of organizational investment in employees’ 

competency and future employability, leading to heightened levels of positive reciprocity and 

high levels of commitment (Noe et al., 2023). Monetary benefits Indeed, incentives may serve 

as tangible recognition of one's contribution in the community and thus strengthen CC, and to 

some extent NC by raising the cost associated with abandoning. HRD practices signal long-

term relational intent and increase perceptions of career sustainability, especially for high-

quality employees. A supportive work climate (defined by such elements as justice, 

participation and resources) leads to favorable affective attachment. 

However, empirical results suggest that HRM does not equally enhance all types of 

commitment. In public/shared-equity settings the same behavior might primarily support CC or 

NC but does not automatically improve AC. This may imply that the HRM practices are not 

enough to explain commitment, and employee subjective psychological experience should be 

paid attention to. 

H1: HRM practices (training and learning, financial rewards, HRD, and work 

environment) will be positively related to psychological empowerment. 

2.3 Psychological empowerment mediating mechanism psychological empowerment 

as a mediator 

Psychological empowerment (PE) is defined as a motivational state characterized by 

feelings of meaning, competence, self-determination and influence at work (Spreitzer, 1995). 

Unlike structural empowerment that designates formal transfers of power, PE reflects 

employees’ perception of being empowered. 

A developing strand of research assigns PE a central role in explaining how HRM 

practices affect employee attitudes and behaviors (Seibert et al., 2011; Andersen et al., 2020). 

HRM practices affect employees’ everyday experiences; when these are imbued with meaning, 

a sense of competence and autonomy, they are most likely to generate internalized motivation 

and an identification with the organization. 

In relation to SOEs, PE is of relevance as formal processes of empowerment might be 

complemented by significant hierarchical control. In these circumstances, HRM practices will 

result in affective commitment instead of reinforcing the calculative or normative bond only if 

employees feel psychological empowerment. 
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Thus, it is anticipated that PE will moderate the relationship between HRM practices 

and each dimension of OC. 

Hypothesis 2a (H2a): PE is positively related to affective commitment. 

Hypothesis 2b (H2b): PE is negatively/weakly associated with continuance 

commitment. 

Hypothesis 2c (H2c): PE is positively associated with normative commitment. 

H3: PE mediates the relationship between HRM practices and AC, CC, and NC. 

2.4 Institutional stability as a contextual moderator 

Perceptions of institutional stability: The perceived predictability, coherence, and 

consistency in the rules, policies, and governance structures of an organization and its wider 

environment. According to institutional theory, employees’ meaning making is influenced by 

these contextual circumstances (Scott, 2014). 

Employment security and strong normative expectations are salient characteristics of 

highly stable institutional contexts, and these conditions are more likely to reinforce the link 

between PE and CC and NC rather than AC. In contrast, in environments characterized by lower 

institutional stability and stronger reform pressures, PE is more likely to function as a driver of 

autonomous motivation, thereby exhibiting a stronger association with AC. Accordingly, 

institutional stability is expected to condition not only the strength but also the direction of the 

relationships between PE and the different components of organizational commitment 

(Karokola et al., 2012). 

Hypothesis 4a (H4a): Institutional stability moderates the effect of psychological 

empowerment on affective commitment such that it is stronger under condition of low 

institutional stability. 

Hypothesis 4b (H4b): Institutional stability moderates the relationship between 

psychological empowerment and continuance commitment whereby the relationship is stronger 

when institutional stability is high. 

Hypothesis 4c (H4c): Institutional stability moderates the relationship between 

psychological empowerment and normative commitment such that higher institutional stability 

strengthens the link. 

 

3. Methodology 

3.1 Review design 

This study utilizes an integrative review methodology to provide a systematic 

synthesis, comparison and critical assessment of both theoretical and empirical studies into the 

mechanisms that engender HC organizational commitment among HQHRs in the PS and SOEs. 

For these research aims, an integrative review is especially appropriate since it permits the 

inclusion and juxtaposition of quantitative, qualitative, and mixed-methods studies to theory 

generation or resolution of conflicting evidence (Snyder, 2019; Torraco, 2005), as well as 

increased contextual generalizability in complicated organizational contexts (Whittemore & 

Knafl, 2005). 

Review process We conducted the review following the PRISMA 2020 guideline to 

guarantee transparency, replicability and methodological consistence with respect to study 

identification (Page et al., 2021). Nevertheless, in line with conceptual and methodological 

developments (Szukits & Móricz, 2024) in HRM research this framework has been modified to 

focus the analysis on psychological and organizational mediating factors as well as institutional 

arrangements that reflect SOEs as hybrid organizations–dimensions often under-represented 

within traditional HRM reviews (Knies et al., 2022). 
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3.2 Data sources and search strategy 

A systematic review of literature was performed on key academic databases that have 

a wide coverage in management, economics and social sciences such as: Scopus, Web of 

Science, ScienceDirect, Emerald Insight and Springer Link and Google Scholar. The search 

strategy was created to pick up both mechanism-oriented constructs and organizational context 

so that studies relevant to HQHR commitment in public-sector and SOE contexts could be fully 

identified. Key words: employee retention, high-quality workforce, organizational 

commitment, psychological empowerment, perceived justice, meaningful work, 

transformational leadership and sustainable HRM. Context-specific keywords like public 

sector, state-owned enterprises, hybrid organizations, emerging economies and Vietnam SOEs 

were combined with these search terms. We chose the period between 2000 and 2025 to cover 

both seminal theoretical contributions as well as very recent data on institutional reforms and 

heightened global talent competition. 

3.3 Inclusion and exclusion criteria 

Search was conducted and study selection followed four stages of screening according 

to PRISMA recommendations. First, a total of 2,874 records were retrieved from database 

searching (Scopus n = 1245; Web of Science n = 987; ProQuest n = 642). Of these, 2,120 

records were unique after removing duplicates. 

Second, titles and abstracts of all 2,120 records were screened. At this point, 1,740 

articles were eliminated for being neither about SOEs or the public sector nor on HRM 

practices, psychological empowerment or OC specifically; being exclusively conceptual or 

editorial. 

Third, eligibility was assessed on 380 full-text articles. Of these, 312 articles were 

eliminated for the following reasons: (1) non-empirical data (n = 96), (2) study of variables not 

anchored in the conceptual framework of this study (n = 134), or publication in non-English 

outlets/population-group and lack of methodological rigor exhibited by the article was easily 

detected during abstract review (n = 82). 

A total of 68 studies met all eligibility criteria and were included in the qualitative 

synthesis. Of these, 32 met minimum criteria for sufficient theoretical and/or empirical 

consistency to be included in consecutive quantitative synthesis and theoretical integration (see 

below). 

3.4 Quality appraisal and evidence weighting 

Instead of discarding studies on methodological grounds alone, this review follows an 

evidence-weighted methodology that is in accordance with integrative review methods 

(Torraco, 2005; Snyder, 2019). Each study was assessed using a multidimensional quality 

appraisal framework including: (1) Theoretical grounding and concept clarity;  (2) Research 

design and context relevance; (3) Methodological quality (sample size, reliability and validity 

of measurement, analysis approach); (4) Explicit discussion of psychological or organizational 

mechanisms; and (5) theoretical contribution to SOE or hybrid organizational settings 

(Podsakoff et al., 2012; Roboji et al., 2023). 

With certain minor modifications, studies were scored on a 20-point scale and 

categorized into three levels of evidence, including high (scores ≥15), medium (10–14) or low 

(<10). High-weight studies were given preference in theory development and conceptual 

integration with medium- and low-weight studies being utilized for contextual comparison and 

empirical generalization. This method thus contributes to analytical inclusiveness and 

maintains theoretical vigor. 
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3.5 Analytical strategy 

The analysis strategy integrates thematic synthesis and theory mapping. First, the 

included studies were systematically organized and integrated around key thematic fields: (i) 

HRM practices; (ii) psychological and organizational mediators (e.g., psychological 

empowerment, perceived justice, meaningful work); and (iii) multidimensional OC outcomes 

thus far have considered the effects of HRM on effective, continuance, and normative 

commitment. 

Second, the themes were linked to central theoretical perspectives: human capital 

theory, social exchange theory, multidimensional organizational commitment theory and 

hybrid organizations. This map facilitated identification of locations of theoretical overlap, 

friction and absence across institutional settings (Meyer & Allen, 1997; Cropanzano et al., 

2017; Knies et al., 2022; Bruton et al., 2015). 

By adopting such a comprehensive analytical avenue, this review does not only 

converge existing empirical findings but also reorganizes contemporary theoretical discourses, 

which paves the way for an integrated and conceptual framework that explains why similar 

HRM practices could result in different commitment profiles among HQHRs of SOEs working 

within institutional contention and multilogue governance context. 

 

Table 1. Summary of key empirical studies on HRM, psychological empowerment, and 

organizational commitment 

Authors (Year) 
Context / 

Country 

Sample & 

Method 
Key Constructs Main Findings 

Relevance to 

Current Study 

Albrecht et al. 

(2018) 

Multi-industry, 

Australia 

780 

employees, 

SEM 

HRM practices, 

empowerment, 

engagement, 

commitment 

HRM → 

empowerment → 

engagement → 

commitment 

Supports 

empowerment as 

psychological 

mechanism 

linking HRM to 

commitment 

Karatepe & 

Olugbade 

(2019) 

Hospitality, 

Turkey 

426 

employees, 

SEM 

High-

performance 

HRM, 

empowerment, 

affective 

commitment 

Empowerment 

partially 

mediates HRM–

commitment 

Empirical basis 

for mediation 

logic 

Nasurdin et al. 

(2019) 

Service sector, 

Malaysia 

317 

employees, 

SEM 

HRM, job 

satisfaction, OC 

Satisfaction 

mediates HRM–

OC 

Reinforces 

indirect pathway 

Rodrigues et 

al. (2019) 

Knowledge 

workers, 

Portugal 

364 

employees, 

SEM 

Career 

orientation, 

satisfaction, OC 

Career 

orientation 

weakens 

satisfaction–OC 

link 

Supports 

moderating role 

of career 

orientation 

Kim & Beehr 

(2020) 

Public sector, 

USA 

512 

employees, 

SEM 

Empowerment, 

meaningful 

work, OC 

Empowerment 

increases 

affective 

commitment via 

meaning 

Aligns with 

empowerment–

psychological 

pathway 

Saleem (2020) 

Public 

organizations, 

Pakistan 

284 

employees, 

SEM 

Bureaucracy, 

autonomy, OC 

Rigid systems 

reduce affective 

commitment 

Explains 

institutional 

constraints 
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De Vos et al. 

(2021) 

Multiple 

countries 

Survey, 

SEM 

Career 

orientation, 

employability, 

turnover 

intention 

High career 

orientation 

increases 

mobility even 

with satisfaction 

Supports 

strategic mobility 

logic 

Agarwal & 

Gupta (2021) 

IT & services, 

India 

401 

employees, 

SEM 

HRM, 

empowerment, 

turnover 

intention 

Empowerment 

reduces turnover 

intention 

Reinforces 

negative link 

empowerment → 

quitting 

Nguyen & 

Uong (2022) 

Public sector, 

Vietnam 

356 

employees, 

SEM 

HRM, job 

satisfaction, OC 

HRM improves 

OC via 

satisfaction 

Vietnam-specific 

support 

Kamei et al. 

(2023) 

Manufacturing, 

Japan 

612 

employees, 

SEM 

HRM, learning, 

empowerment, 

OC 

Learning-

oriented HRM 

strengthens 

empowerment 

and OC 

Shows HRM 

content matters 

Mehrajunnisa 

(2024) 

Public 

healthcare, India 

289 

employees, 

SEM 

HRM rigidity, 

empowerment, 

OC 

HRM rigidity 

weakens 

empowerment–

OC 

Supports 

institutional 

moderation idea 

Elshaer (2025) 
Public tourism 

orgs., Egypt 

433 

employees, 

SEM 

Empowerment, 

satisfaction, OC 

Empowerment 

→ satisfaction → 

OC 

Confirms 

sequential 

mediation 

 

4. Theoretical foundations 

Drawing theoretically from motivation-based, SET, Psychological Empowerment 

theory and the three-component model of organizational commitment as well as elements of 

institutional theory, this study examines how HRM practices influence different types of 

organizational commitment among HQHRs in SOEs. Instead of casting these as competing 

views, the study subscribes to a complementary perspective that acknowledges commitment 

formation in hybrid organizations as inherently multi-level, entailing a combination of 

organizational practices, individual psychological processes and institutional conditions. 

Motivational approaches such as Self-Determination Theory propose that sustainable 

organizational commitment reflects the degree to which work environments fulfill individual’s 

basic needs for autonomy, competence, and relevance. For HQHRs, who normally have strong 

professional self-identities and clear career intentions involved in affective commitment, it 

particularly relies on the freedom of choice and individual development. Yet these explanations 

rest on untested assumptions of managerial discretion and bureaucratic control in organizational 

environments. For SOEs, in which bureaucratic rules and hierarchical structures are much more 

prevalent, conversion from internal motivation to affective attachment may be limited, thus 

suggesting that how motivation plays out can also hinge on context and institutional setting. 

SET offers a counter perspective, viewing commitment as a reciprocative response 

from employees to what has been invested in them by the organization. HRM practices - 

training, career development, rewards and supportive working environments are viewed as 

signals of organizational support and long-term intentions that 'can call forth reciprocity in the 

form of employees' commitment to the employer and consideration for continued organization 

membership (Gouldner 1960). This exchange logic is particularly useful to account for 

continuance and normative commitment in public and quasi-public contexts, which have greater 

concerns with job security and moral obligations. However, SET-influenced models often 
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emphasize calculative reciprocity at the expense of other types of exchange and provide a weak 

account as to why similar HRM practices might elicit qualitatively different forms of 

commitment among employees. 

Psychological Empowerment theory provides a micro-foundation to overcome such 

limitations. Psychological empowerment reflects employees’ perceptions of their experiences 

feeling meaningful, competence, autonomy and impact, further providing explanation of how 

HRM practices are understood and accepted by employees. From this point of view HRM 

practices affect commitment mostly by influencing the internal motivational state of employees 

than through direct impacts. Especially in SOEs, where there are formal practices of 

empowerment but also strong hierarchical control, psychological empowerment is important 

for differentiating between affective attachment and commitment due mainly to obligation or 

necessity. 

The three‐component model of commitment defines a multidimensional outcome 

construct involving effective, continuance, and normative commitment. This difference is 

specifically more important in SOEs, as employees might be there because they must or should 

be there even when affective attachment is low. However, because the model effectively groups 

commitment outcomes, it is not very helpful in explaining the process by which organizational 

practices differentially affect each component. With this limitation of being an integrative 

model and its representation as an indicator for both transactional and transformational effects 

on commitment, we will need to look to models that incorporate a motivational or 

empowerment perspective as well. 

These individual-level processes are placed within a larger governance and regulatory 

environment by institutional theory. SOEs function under dual institutional logics that are 

comprised of market-oriented performance pressures and public imperatives of stability, 

legality, and social responsibility. How employees understand and interpret HRM practices and 

power relations depends on their assumed stability in the organizational arrangements. In stable 

settings, empowerment disposition more easily evolves into normative or continuance 

commitment while under conditions with low stability and high reform pressure, empowerment 

is likely to contribute to emotional commitment via increased intrinsic motivation. 

Building on these insights, this research conceptualizes psychological empowerment 

as a central mediator through which HRM practices influence organizational commitment in 

its three dimensions, with institutional stability as an overall goalkeeper factor, defining the 

intensity and the path of such effects. This integrative approach complexifies the understanding 

of OC in SOEs as a conditional process, revealing how various organizational, psychological 

and institutional mechanisms interact to shape HQHRs’ commitment in hybrid governance 

settings rather than advocating for linear exchange models. 

 

5. Results of integrative synthesis 

Despite extensive use of core theories concerning work motivation, social exchange, 

psychological empowerment and organizational commitment in public-sector and SOE studies, 

empirical evidence accumulated in recent years continues to identify conflicting results, at times 

even paradoxical explanations for the OC of HQHRs. These ambiguities are especially 

noticeable in hybrid organizational settings with strong institutional logics, where a set of 

governance logics emerges and competes. This renders this critical consolidation of 

fundamental theoretical tensions and unresolved questions a plea for an institutionally 

sensitized integrative social theory. 
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5.1 Intrinsic motivation versus institutional stability 

One of our key theoretical conflicts revolves around the tension between intrinsic 

motivation–based prescriptions and “logic of stability” in the public sector, as well concerning 

SOEs. Theories of motivation, particularly SDT, argue that then most enduring type of AC is 

developed when work fulfils these basic psychological needs for autonomy, competence and 

relatedness (Ryan 2017; Deci & Ryan 2000; Howard et al., 2021). From this viewpoint, HQHRs 

should retain AC if real opportunities for learning, career and role development are offered by 

organizations. 

In contrast, empirical studies in SOE environments consistently demonstrate that job 

permanence and long-term benefits, PSOs, and high exit costs are major determinants of 

employees continued membership through CC and NC (Borst et al., 2019; Vandenabeele et al., 

2022; Adiazmil et al., 2024). This pattern results in a theoretical paradox: organizations may 

have high workforce stability while the type of commitment most important for innovation and 

strategic contributions among HQHRs (affective commitment) is low or unstable. 

This tension indicates that motivation-based theories alone cannot explain in the same 

institutional setting, why some HQHRs maintain high levels of AC while others primarily have 

CC/NC or exit. The gap suggests the role of conditioning institutional context and intermediate 

means that have not been well systematized in prior theoretical models. 

5.2 Social exchange under constrained reciprocity 

SET proposes that the exchange relationship on which employment is premised works 

to be flexible and proportionate such that organizational investments in and care of employees 

are repaid with constructive employee attitudes and behavior (Blau, 1964; Cropanzano & 

Mitchell, 2005; Bauer & Erdogan, 2016). This underlying assumption is challenging in the 

context of SOEs. 

Recent studies on the public sector have shown that the capacity of organizations to 

respond is often channeled through administrative regulations, hierarchical levels of authority 

and policy priorities leading to limited or delayed reciprocation. Workers may receive 

indicators of support for organizational or policy level commitment excluding they also lack 

confidence that the organization would be able to enact these commitments in practice. 

For HQHRs, this low level of reciprocity undermines the conversion of POS into 

affective commitment but is enough for other more calculative or norm-based types of 

commitment. This helps clarify why SET more often applies to CC and NC than to AC within 

SOEs and bureaucratic public organizations (Vandenabeele & Jager, 2020). 

5.3 Psychological empowerment 

PE is typically perceived as an important mediator in the relationship between HRM 

practices and motivation, and between HRM practices and organizational commitment 

(Spreitzer, 1995; Seibert et al., 2011), Spreitzer et al. Nevertheless, a careful literature review 

on SOEs to date shows that while PE is seen as playing a constructive role in the system of 

governance of SOE equity investment, it has also become an area of theoretical and practical 

tension. 

Top management in several of these SOEs speaks the language of innovation, 

individual accountability and initiative as well as proactive decision-making; however 

institutional practices are still characterized by rigid control systems, strong hierarchies, and 

limitation to bottom freedom. This contradiction may lead to symbolic or formal empowerment 

where employees are given more duties without accompanying autonomy or influence (Mueller 

et al., 2023; Zhang & Zhao, 2024). 
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As a result, PE is likely to have both positive effects via perceived competence and 

work meaning as well as negative effects through the accentuation of institutional contradictions 

leading to frustration, role strain and reduced affective commitment. This pattern can also help 

explain Paradoxical findings where, against the contrary expectations for empowerment as an 

unambiguously positive process, PE has stronger impact on continuance commitment with 

increased perceived sunk costs and investment than affective commitment. 

5.4 Differentiated commitment outcomes 

Another limitation in previous research is the hidden assumption that HRM practices 

have equally consistent effects on organizational commitment. The current synthesis 

demonstrates that this is simply not the case in SOE settings. 

Similarly, practices such as transformational leadership, financial rewards, or human 

capital training might lead to other types of commitment depending on how employees interpret 

managerial signals in a specific institutional environment (Meyer et al., 2018; Bruton et al., 

2021). Further, in more stable but restrictive environments, HRM practices serve to strengthen 

CC and NC more so than AC. Affective commitment, on the other hand, will be more likely to 

appear when managerial signals happen in the context of an adequate degree of institutional 

stability, consistency and real empowerment. 

These results highlight the importance of treating organizational commitment as a 

multidimensional and context-contingent outcome rather than a single dependent variable. The 

moderating impact of institutional context, especially the level of stability, consistency and 

credibility of governance rules seems to be crucial, however it sometimes has not been fully 

incorporated in existing theoretical frameworks. 

 

Table 2. Summary of Theoretical Perspectives and Key Limitations 
Theory Core Contribution Key Limitations 

Intrinsic motivation 
Strongly explains affective 

commitment 
Weakened by institutional constraints 

SET & POS 
Effective for continuance and 

normative commitment 
Incomplete reciprocity in SOEs 

Psychological 

empowerment 
Key mediating mechanism 

May generate paradox under symbolic 

empowerment 

Three-component 

commitment 
Differentiates motives for staying 

Lacks mechanisms explaining divergent 

origins 

Overall, Table 2 indicates that the central challenge lies not in the absence of theory, 

but in the fragmented application of existing theories without adequate institutional 

conditioning. This observation provides the direct rationale for proposing a new integrative 

framework in which psychological empowerment functions as the core micro-level mechanism, 

while institutional stability serves as a critical moderating condition. 

 

6. Toward an integrative framework 

Based on the systematic synthesis and critical appraisal of these key theoretical streams 

and the sum of what has been learned from backward integration of empirical evidence in this 

field reported in the present article, this section develops an integrative conceptual framework 

to elucidate why similar HRM practices may elicit divergent commitment outcomes among 

HQHRs in SOEs. The latter procedural model oversteps standard linearity by holding 

microlevel psychological mechanisms and macrolevel institutional settings in one analytic 

rationale. This, in turn, better reflects complexity of governing contexts of public organizations 

and SOEs in transitional economies (Mueller et al., 2023). 

274

Technium Social Sciences Journal
Vol. 82, 264-284, April, 2026

ISSN: 2668-7798
www.techniumscience.com

https://techniumscience.com/index.php/socialsciences/index
https://techniumscience.com/index.php/socialsciences/index


 

 

 

 

 

 

6.1 HRM practices as distal antecedents 

Following the SHRM viewpoint, HRM measures such as transformational leadership, 

compensation approach human resource development, and workplace design are assumed to 

reflect organizational- and policy-level factors which communicate organization’s values, 

norms and long-term dedication to its personnel (Ehnert et al., 2016; Aust et al., 2020). Yet, the 

review demonstrates a lack of direct and consistent impact on organizational commitment from 

said practices, especially in SOEs where HRM is highly influenced by institutional constraints, 

administrative rules and employment stability logics (Kuvaas et al., 2017; Boselie et al., 2021). 

In contrast, integrative framework theory suggests that instead of a linear relationship between 

HRM and commitment, HRM represents distal antecedents where their effects work through 

micro level psychological processes to produce heterogeneous attitudinal outcomes across 

HQHRs. 

6.2 Psychological empowerment as a central mediating mechanism 

PE is conceptualized as a central micro-level mediating mechanism of the integrative 

framework in which HRM practices and HQHR commitment are linked. It refers to the 

psychological conditions of work, competence, autonomy, and impact in which individuals 

experience their work lives. In lifetime psychological work, behavioral research has examined 

PE in terms of individual differences affecting HRM outcomes or as mediator in HRM logic. 

HRM logic determines that organizational citizenship may influence organizational goal 

achievement only if the individual values the ICC, finds it meaningful, and Meder’s in HRM. 

Focusing on PE because of HRM practice may explain a phenomenon that occurs frequently in 

SOEs: while HRM reforms are effectively initiated, affective commitment among HQHRs does 

not rise accordingly because PE is only partly activated or is largely symbolic rather than 

substantive. Posted logic of the HRM: Psychological work lifetime framework.  

6.3 Differentiated pathways from psychological empowerment to commitment 

components 

A second major overflow integration framework is the explicit differentiation of the 

pathways from the PE to organizational commitment’s three components. This framework, 

developed by Meyer and Allen, argues that affective commitment arises when the individual 

sees the ICC as congruent with personal values. 

PE → AC. When PE is experienced consistently and substantively, it fosters intrinsic 

motivation, value congruence, and voluntary attachment to the organization outcomes that are 

particularly critical for HQHRs, who typically possess abundant external career alternatives 

(Trépanier et al., 2022). 

PE → CC. Under conditions of constrained autonomy, PE may heighten employees’ 

awareness of accumulated investments such as firm-specific skills, professional reputation, and 

relational capital, thereby reinforcing CC through opportunity-cost logic, even when AC 

remains moderate or low (Oh, 2019). 

PE → NC. PE may also strengthen feelings of moral obligation and responsibility, 

especially in SOEs where public service values, organizational norms, and societal expectations 

continue to exert strong influence (Vandenabeele et al., 2022; Ritz et., 2016) 

By acknowledging these diverging pathways, the model extends more simplistic 

models that consider the organizational commitment to be a unidimensional outcome and offers 

an explanation for past empirical research has been mixed in its support. 

6.4 Contextual moderator: institutional stability 

The integrative framework also extends to the work the moderating effect of 

institutional stability, including rule consistency, policy predictability and the coherence 
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between reform language and managerial practice. Institutional stability may have the following 

effects on the relationship between PE and AC: (1) institutional stability enhances the positive 

influence of PE over AC, given that empowerment signals are underpinned by a coherent and 

trustworthy governance environment; or, posting stronger linkages between PE and both CC 

and NC in formalized but inflexible environments where job security and organizational duties 

eclipse intrinsic motivation (Scott, 2014; Zhou et al., 2024). 

This conditional analysis provides insights for understanding a classic paradox of 

SOEs: organizations are capable of keep employees in the long run, but are suffering from 

motivations, innovativeness and organizational affective commitment decrease with HQHRs. 

6.5 Theoretical contributions of the integrative model 

Three theoretical contributions of the developed integrative conceptual framework are 

provided. 

It refocuses analysis away from HRM practices per se and towards the processes 

through which commitment is generated, emphasizing the crucial mediating role of 

psychological empowerment. 

It dissociates systematically the dimensions of organizational commitment into distinct 

products of the Governance process and does not blend them as dependent variables. 

  It explicitly includes in situation of institution as conditioning factor to connect 

micro-level theories on motivation and empowerment to public sector governance, and SOEs 

of transitional economies. 

However, the framework builds not only existing evidence but also creates new 

explanatory logic for the critical question in this review: Why same HRM practices can lead to 

different commitment outcomes among high-quality employees in SOEs? The present review 

adds value to multidisciplinary knowledge base by acting as a connecting link between human 

resource management, organizational psychology and institutional governance theoretical lens 

in understanding employees' commitment of workforce in Hybrid Public organizations. 

 

7. Discussion and implications 

7.1 Theoretical implications 

First, this study contributes to reconceptualizing the application of SET in public-

sector and state-owned enterprise contexts. Most prior research has applied SET based on the 

assumption of full and flexible reciprocity, whereby HRM practices are interpreted as positive 

organizational investments that elicit proportional commitment responses from employees 

(Cropanzano et al., 2017; Shore et al., 2018). However, the synthesized evidence indicates that 

in SOEs, where employment relations are strongly shaped by administrative regulations, rigid 

hierarchies, and non-market policy priorities, social exchange processes are often incomplete 

or partial. 

Repositioning SET as a context-conditioned theory allows for a more convincing 

explanation of why identical HRM practices may generate divergent commitment responses 

among different groups of HQHRs, depending on how managerial signals are interpreted and 

internalized within specific institutional environments (Van der Voet & Steijn, 2021; Knies et 

al., 2022). This perspective extends SET from a largely universalistic framework toward one 

that is more sensitive to the distinctive governance logics of the public sector and institutionally 

hybrid organizations. 

Second, the study advances the three-component model of organizational commitment 

by highlighting fundamental differences in the psychological nature and behavioral 

consequences of AC, CC and NC in public-sector settings. Rather than treating overall 
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commitment as a uniformly positive indicator, the integrative framework demonstrates that 

SOEs may achieve high levels of employee retention primarily through CC and NC, while AC, 

the form of commitment most closely associated with superior performance, innovation, and 

extra-role behavior remains comparatively underdeveloped (Oh, 2019; Mueller et al., 2023). 

This approach addresses a key limitation in prior research that has tended to equate 

organizational tenure or low turnover with positive commitment, and it contributes to emerging 

debates suggesting that not all forms of commitment generate equivalent value for organizations 

particularly in contexts characterized by high stability but limited innovation, such as SOEs 

(Stark et al., 2025). 

Third, a major theoretical contribution of this study lies in positioning PE as a 

mechanism operating under institutional constraint. Rather than conceptualizing PE as a 

universally effective psychological state, the findings indicate that its impact is highly 

contingent on the consistency between empowerment rhetoric and actual managerial practices. 

In institutionally hybrid SOEs, PE functions simultaneously as a critical bridge linking HRM 

practices to commitment outcomes and as a potential source of psychological tension when 

empowerment is symbolic or insufficiently supported by real authority and resources (Kim & 

Beehr, 2021; Van Loon et al., 2023). 

By embedding micro-level empowerment processes within macro-level institutional 

contexts, this perspective extends existing empowerment research and helps integrate the 

literature on individual motivation, HRM, and public governance into a more coherent 

analytical framework. 

7.2 Managerial and policy implications 

From a managerial and policy perspective, the most salient implication of this study is 

that employee retention should not be conflated with positive commitment. In SOEs, low 

turnover rates or long organizational tenure may reflect institutional stability, high exit costs, 

or moral obligation rather than affective attachment or intrinsic motivation among HQHRs 

(Vandenabeele et al., 2018; Ritz et al., 2021). Accordingly, managers and policymakers should 

shift their focus from retention per se toward the quality and composition of commitment 

particularly affective commitment. 

For HRM targeting HQHRs in SOEs, the findings suggest three key directions. 

First, HRM practices should be designed around the experience of substantive psychological 

empowerment rather than relying solely on formal policies or reform rhetoric. This requires 

expanding task-level autonomy, enhancing transparency in decision-making, and creating 

genuine opportunities for HQHRs to exercise professional expertise and personal influence 

(Audenaert et al., 2016; Trépanier et al., 2022). 

Second, organizations should minimize the prevalence of symbolic empowerment, 

whereby employees are held accountable for outcomes without being granted commensurate 

authority or resources. Recent studies show that inconsistent empowerment not only 

undermines PE but may also produce counterproductive effects, including role ambiguity, 

cognitive dissonance, and defensive attitudes, ultimately shifting HQHRs toward calculative or 

coping-based forms of commitment (Cheong et al., 2019; Lee et al., 2023). 

Third, at the policy level, SOE reform programs should be designed to ensure 

coherence between institutional reform and HRM reform. Efforts to enhance autonomy, 

efficiency, and innovation are unlikely to succeed without parallel changes in HR systems that 

allow greater differentiation based on competence and performance particularly for HQHRs. 

This implies that sustainable HRM in SOEs is not merely a technical HR issue, but an integral 
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component of broader public-sector and SOE governance reform processes (OECD, 2023; 

World Bank, 2024). 

This study makes three major theoretical contributions to the literature on human 

resource management and organizational commitment in hybrid institutional contexts. 

Reconceptualization of Social Exchange Theory under institutional constraint. 

This study extends Social Exchange Theory by demonstrating that exchange 

relationships in SOEs are not purely discretionary but are embedded within dense regulatory 

and normative structures. HRM practices do not translate directly into affective commitment 

through simple reciprocity; instead, their effects are conditioned by institutional stability and 

governance arrangements. Voluntary centralization challenges the implicit assumption of 

symmetrical and voluntary exchange underlying much SET-based HRM research and 

highlights the need to theorize exchange processes as institutionally bounded rather than 

universally linear. 

Differentiated pathways from psychological empowerment to affective, continuance, 

and normative commitment. 

This study advances organizational commitment theory by showing that psychological 

empowerment does not exert uniform effects across commitment dimensions. Instead, 

empowerment primarily fosters affective commitment, while its relationships with continuance 

and normative commitment are contingent and context dependent. This finding refines existing 

models that implicitly treat empowerment as a general enhancer of commitment and provides a 

more fine-grained explanation of how internal motivational states are translated into 

qualitatively distinct forms of attachment. 

Integration of micro–macro perspectives in hybrid SOEs. 

By jointly modeling HRM practices (organizational level), psychological 

empowerment (individual level), and institutional stability (contextual level), this study offers 

an integrative micro–macro framework for understanding commitment formation in hybrid 

organizations. This integration extends prior work that has examined these elements in isolation 

and demonstrates how individual psychological processes and macro-level institutional 

conditions interact to shape employee commitment. In doing so, the study contributes to a more 

holistic and context-sensitive theory of HRM and organizational behavior in SOEs 

 

8. Limitations and Future research 

Despite providing a systematic integrative review and advancing an integrated 

conceptual framework tailored to SOEs), this study has several limitations that should be 

acknowledged and that opens important avenues for future research. 

First, the lack of longitudinal evidence remains a pervasive limitation across the 

reviewed literature. Most studies examine HRM practices, PE, and organizational commitment 

in the public sector and SOEs rely on cross-sectional designs. Such designs constrain causal 

inference and limit understanding of temporal dynamics. This limitation is particularly salient 

in SOEs, where HRM reforms and institutional changes are typically incremental, path-

dependent, and characterized by delayed effects. Future research should therefore employ 

longitudinal or panel data designs to examine how HRM practices are translated into PE over 

time, and how the three commitment components AC, CC and NC are differentially activated, 

reinforced, or attenuated before and after HRM or governance interventions. 

Second, although this review draws on evidence from both public and non-public 

organizational contexts, it does not conduct a systematic public private sector comparison. This 

limits the ability to distinguish mechanisms that are context-general from those that are 
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institution-specific to SOEs. Future studies should adopt comparative and multi-group research 

designs to explicitly test whether the mediating role of PE and the differentiated commitment 

outcomes operate differently across organizational forms. Such designs would enable scholars 

to assess how institutional stability, organizational hybridity, and HRM flexibility condition the 

strength and direction of the pathways from PE to AC, CC, and NC, as specified in the 

integrated model (Figure 2). 

Third, from a methodological standpoint, the synthesized literature reveals a strong 

reliance on single-level analytical approaches. This is misaligned with the inherently multilevel 

nature of commitment formation in SOEs, where individual perceptions of empowerment are 

embedded within organizational HRM systems and broader institutional arrangements. Future 

research is encouraged to apply structural equation modeling (SEM) to test the full mediating 

structure of the integrated framework; multilevel modeling to disentangle individual-, unit-, and 

organizational-level effects; and multi-group SEM to examine contextual moderation by 

institutional stability and organizational hybridity. 

Finally, future research would benefit from greater use of mixed methods of 

approaches to complement and deepen quantitative findings. In SOEs, phenomena such as 

symbolic empowerment, compliance-based continuance commitment, and the coexistence of 

high retention with low affective attachment are difficult to capture through standardized survey 

measures alone. Qualitative methods such as in-depth interviews, case studies, and policy 

document analysis can help uncover how HRM signals are interpreted, how PE is enacted or 

constrained in practice, and why similar HRM practices generate divergent commitment 

outcomes. Mixed-methods designs would allow for triangulation and strengthen the validity of 

inferences drawn from quantitative models. 

Taken together, these future research directions not only address methodological gaps 

but also contribute to the development of a cumulative research program on commitment 

formation among high-quality employees in SOEs, one that systematically integrates micro-

level psychological mechanisms with meso-level HRM systems and macro-level institutional 

conditions, consistent with the integrative framework advanced in this study. 
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