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Abstract

High-involvement work systems (HIWSs) have been an important organisational aspect
in increasing employee job performance. However, the high-involvement work system
is often looked at collectively using one dimension instead of through the individual
dimensions of the work system. Using the power, information sharing, rewards, and
knowledge (PIRK) model, the present cross-lagged study aims to examine the influence
of the individual dimensions of the PIRK model on employees’ opportunities for skill
development and emotional job demands, subsequent quality of work (QoW) and the
processes involved. This quantitative cross-lagged study involved 120 New Zealand
(NZ) employees (80.8% female; mean age = 32.4 years) from various industries. The
results showed a significant positive effect of opportunities for skill development on
employees’ QoW. In addition, the four dimensions of the PIRK model had significant
positive effects on opportunities for skill development. However, only the information-
sharing and knowledge dimensions produced a significant negative effect on emotional
job demands. Opportunities for skill development mediated the relationship between
the four dimensions of the PIRK model and employees’ QoW, whereas emotional job
demands only mediated the relationship between the information-sharing and knowledge
dimensions of the PIRK model and employees’ QoW. This study contributes to the limited
cross-lagged and longitudinal research on human resource work systems and provides
empirical evidence on the role of the organisational work system in supporting employee
QoW through opportunities for skill development and emotional job demands.

Keywords: power; information sharing; rewards; knowledge; skill development; emotional
job demands; quality of work

1. Introduction
A growing body of research (e.g., [1–3]) exists pointing towards the strong correlation

between Human Resource Management (HRM) systems and positive outcomes for both em-
ployees and their organisations. Among the many HRM systems, such as high-performance
work systems and high commitment work systems, high-involvement work systems (HI-
WSs) have been considered one of the most important systems available in improving
employee quality of work (QoW) [4]. High-involvement work systems (HIWSs) primarily
emphasise employee involvement and empowerment [5], in contrast to high-performance
work systems, which emphasise performance and productivity [6], and high-commitment
work systems, which emphasise employee commitment and loyalty [7].
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High-involvement work systems are meaningful, interrelated patterns of organi-
sational practices designed to enhance performance by treating employees as valuable
resources [6]. Within Strategic Human Resource Management (SHRM), high-involvement
approaches aim to decentralise decision-making, empowering employees across all levels
with greater authority [8]. Although many studies have bundled various HRM practices
and labelled them as work systems [9], these bundles often lack conceptual consistency and
clarity. In contrast, Lawler [10] and Vandenberg et al. [11] focus on four key dimensions
that underpin the high-involvement construct in enhancing employee participation; these
dimensions comprise power (P), information sharing (I), rewards (R) and knowledge (K)
(i.e., the PIRK model).

One recent study confirmed the positive correlation between employees’ positive
perceptions of PIRK, employee resilience, other outcomes comprising job performance and
satisfaction, and positive mental health and retention [12]. High-involvement work systems
enable organisations to respond more efficiently and effectively to environmental changes
and customer needs through empowering employees in decision-making and taking action
at the frontline [13]. When emphasis is placed on employee’s authority and responsibility,
the quality of their work directly impacts the success of the entire organisation. Although
previous research on PIRK points towards a stronger, more resilient workforce, to the
authors’ knowledge, no prior research has indicated the impact on QoW.

Quality of work (QoW) refers to the multidimensional features of an employee’s job,
such as work intensity, job design, social and physical working conditions, that shape their
well-being, functioning, and overall experience at work [14]. Schleicher et al. [15], in their
review of performance management systems spanning the past 30 years, critique these
systems for failing to capture the true value of employee contributions. Most frameworks
focus on achieving key performance indicators, often overlooking QoW, which reflects
depth, accuracy, creativity, and value. QoW differs from job performance and organisational
citizenship behaviour, as it is characterised by an individual’s self-reflection on the quality of
their output. Emphasising QoW offers a more nuanced understanding of employee morale
and productivity, and serves as an extension of both job performance and organisational
citizenship behaviour [16].

In addition, there are conflicting views regarding HRM systems. The ‘dark side’
perspective, for example, the view that such systems may cause employees to become
overworked, is seen by some managers as a significant barrier to implementing high-
involvement work systems [17]. This contrasts with the mutual gains perspective which
suggests that both the employee and the organisation benefit from well-designed HRM sys-
tems. By reinforcing the mutual gains perspective, we support the view that organisational-
level factors, rather than the individual-level factors, can enhance employees’ QoW [18,19].

Additional previous research in this field has been cross-sectional in nature and thus
has failed to incorporate a longitudinal evaluation over an extended time [20]. Due to the
cross-sectional nature of these studies, very little is known about the process followed that
eventually leads to the desired outcomes. To address this gap, the current study conducted
a quantitative cross-lagged study on the New Zealand (NZ) population, using a temporal
design with a three-week time delay between Time 1 and Time 2 of data collection.

In addressing these gaps, the present study draws on Lawler’s [10] PIRK model and
examines its dimensions separately [6,21,22] to provide a more fine-grained understanding
of how each HR practice relates to employees’ QoW through opportunities for skill devel-
opment and emotional job demands, which are increasingly important in today’s dynamic
and demanding work environments. At the core of the Job Demands–Resources (JD-R)
model [23,24] lies the assumption that all professions have their own specific risk factors
linked to job stress; these can be categorised into two general groups, namely, job demands
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and job resources. Bakker and Demerouti [25] stated that providing employees with the
necessary resources at work, such as an appropriate amount of autonomy over their work
and accessibility to information which supports their work, results in a buffering of the
adverse impacts of job demands. Furthermore, the JD-R model states that the level of stress
experienced by an individual employee depends on the number of demands placed on that
employee, along with the number of resources with which that individual employee can
alleviate the level of stress [26].

The study builds on the JD-R theory by presenting employee involvement as an
overarching theme within an organisation, presented in conjunction with job demands and
job resources and resulting in a measure of an individual employee’s QoW. The proposed
model is presented in Figure 1 below.

 

Figure 1. Proposed Model.

2. Literature Review and Hypotheses: Development Opportunities for
Skill Development, Emotional Job Demands, and Quality of Work

Job resources can be defined as aspects of the job that are functional in achieving
work objectives and reducing job demands, as well as encouraging personal development,
learning and growth [25]. A motivational process embodies job resources, stating that
resources have (internal and external) motivational effects on employees, with these leading
to positive outcomes, such as an increase in work engagement and performance, and a
decrease in cynicism [25]. In response to this relationship, employee skill development has
become an increasingly researched topic within the organisational literature.

When opportunities to develop skills in the workplace are provided to employees,
these opportunities can motivate employees to step out of their professional comfort zone
and draw on their knowledge, skills and abilities to establish effective solutions [27]. This
job resource, therefore, stimulates a fulfilling and positive work-related state of mind
through both the achievement of goals and satisfaction of basic needs. It is through this
affective–motivational state that positive organisational outcomes arise [28].

Demerouti et al. [24] defined job demands as “those physical, social, or organisa-
tional aspects of the job that require sustained physical or mental effort and are therefore
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associated with certain physiological and psychological costs” (p. 501). A job demand
refers to a demand that can create emotional exhaustion at work causing a “depletion of
emotional and mental energy” ([29], p. 336). A longitudinal investigation conducted by
Vegchel et al. [30] found that emotional job demands predict emotional exhaustion and
lead to workplace burnout over time. The degree of mental exhaustion associated with
emotional job demands causes a reduction in employees’ QoW [31]. Maslach and Leiter [31]
highlighted that the level of burnout associated with emotional job demands creates a lack
of control and engagement over one’s work, leading to a reduction in the standard of work
produced by the employee. Hence,

Hypothesis 1. (a) Opportunities for skill development at Time 1 have a positive relationship with
QoW at Time 2, while (b) emotional job demands at Time 1 have a negative relationship with QoW
at Time 2.

2.1. High-Involvement Work System (HIWS), Opportunities for Skill Development, and Emotional
Job Demands

Studies in the literature support the view that the HIWS augments workforce com-
mitment by appealing to individual employees’ inner drive [5]. In turn, the effective
implementation of the HIWS improves employees’ skills and behaviours in strategic plan-
ning and implementation, leading to greater organisational efficiency [32,33]. Rodgers and
Ferketish [34] stated this simply as the way to “unleash the talent and energy of employees
at every level of the organisation” (p. 2).

With correct implementation of the HIWS, employees become a key source of com-
petitive advantage for an organisation [35,36]. In addition to the outcomes mentioned
above, the HIWS provides employees with appropriate, ongoing training which enables
the development of knowledge essential for effective performance [36].

2.1.1. Power

The first dimension underpinning the PIRK construct is power. This construct refers to
the power through which an employee has autonomy and can make decisions that affect the
organisation [36]. Empowering employees with their own decision-making power can be a
valuable tool for pushing operational decisions down to lower levels of the workplace [37].

2.1.2. Information Sharing

The second dimension of the PIRK model is information sharing. This aspect is ap-
parent when details regarding the organisation, its goals and its strategies are perceived
as being communicated openly to employees [36]. Long-standing arguments have per-
sisted among scholars regarding the importance of open communication through which
employees can receive the necessary information required for participation and quality
decision-making [36,38].

2.1.3. Rewards

The third dimension of the PIRK model ensures that employees are rewarded for their
efforts through incentives, with employees beginning to perceive that these incentives link
their behaviours to outcomes [36]. Scholars have agreed that performance-based rewards
wield significant influence over the strength of employees’ attitudes and behaviours [39,40].
An individual’s level of remuneration is one such incentive which can instil these attitudes
and behaviours. Scholars have found a significant correlation between insufficient recog-
nition and rewards and high rates of burnout [31]. When rewards and recognition are
awarded consistently in the workplace, an employee is more likely to feel satisfied with
their job [31] and motivated to perform better at work [41,42].
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2.1.4. Knowledge

Ongoing training, appropriate to an organisation’s objectives, helps in the develop-
ment of employee knowledge required for effective performance. Wilson and Western [43]
stated that training and development were common areas underutilised by organisations;
however, they are significant ways of enhancing the full potential of the workforce. In to-
day’s workplace, it is common for many annual training and development plans to remain
unchanged or to be viewed as irrelevant to the nature of the business [43]. In this instance,
employees’ skills and abilities can remain stagnant in the ever-changing world of work,
which can create significant pressures on the individual employee. The understanding of
each PIRK dimension, as informed by the previous literature, has led to the development
of the following hypotheses:

Hypothesis 2. The high-involvement work system (HIWS) (i.e., power, information sharing,
rewards, knowledge) has (a) a positive relationship with opportunities for skill development, but (b)
a negative relationship with emotional job demands.

2.2. Opportunities for Skill Development and Emotional Job Demands as Mediators in the
Relationships Between the High-Involvement Work System (HIWS) and Quality of Work (QoW)

The objectives for adopting a high-involvement approach include empowering em-
ployees to make higher-quality decisions more frequently, enhancing their access to the
essential knowledge needed and rewarding them for their efforts [6]. Vandenberg et al. [11]
proposed two pathways to explain the influence that high involvement has on employee
and organisation output: a “cognitive” path and a “motivational” path. The cognitive
path proposes that high-involvement processes “take greater advantage of the skills and
abilities their employees already have” ([11], p. 304). When an employee is empowered
to utilise these skills in the way that they decide is best, their “performance should be
better than when employees’ actions are dictated by someone with less relevant experience
or knowledge” ([11], p. 305). In addition, the motivational path proposes that greater
employee involvement leads to improved effectiveness through enhanced motivation [44].
The cognitive and motivational pathways outlined by Vandenberg et al. [11] are essential
in understanding how job demands and job resources influence the relationship between
the predictor and outcome variables.

The first dimension, power, involves the extent of employees’ autonomy and partici-
pation in decision-making. Encouraging employees to feel independent and fostering a
sense of responsibility form the essential foundation for the process of empowerment, in
much the same way that it is seen critical to enhance the employee’s opportunity to partici-
pate [45]. This empowers employees through their own decision-making abilities. In line
with the cognitive path, employees are empowered to utilise their skillset to benefit both
themselves and their organisation [20]. When additional opportunities to develop these
skills are introduced, this strengthens employees’ ability to make effective decisions [11].
Hence, employees’ motivation to produce work of high quality may be enhanced. Indeed,
Morrison et al. [46] found that the development of skills is one of the strongest predictors
of job-related affective well-being.

Conversely, emotional job demands can be seen to disrupt the motivational pathway
outlined by Vandenberg et al. [11]. Kilroy et al. [47] found that job demands (i.e., role conflict
and role overload) partially mediated the relationship between the HIWS and burnout.
Hence, for the relationship between empowerment and employees’ QoW to flourish in the
workplace, Berg et al. [48] stated that the high-involvement system should be characterised
by a flexible working life for employees and an ability to balance family life, while having
the autonomy to make decisions for themselves and hold greater intrinsic control.

https://doi.org/10.3390/occuphealth1030030

https://doi.org/10.3390/occuphealth1030030


Occup. Health 2026, 1, 30 6 of 17

The information-sharing dimension, “a source of power and effectiveness” ([10], p. 24),
occurs in both downward and upward flow (management to employee as well as employee
to management). Hence, when an employee is well informed and feels that they have
been heard, mutual trust can form between the employee and manager [20,49]. A trusting
workplace environment is essential for skill development [50]. In turn, skill development
fosters a healthy workplace where positive outcomes are more likely to be achieved [51].
Opportunities to develop skills are likely to enhance this relationship. Employees may
begin to utilise the information to make more meaningful changes to their work and
life decisions, increasing quality in both areas. Alternatively, emotional job demands
may produce a feeling of job strain and of being overwhelmed when greater access to
information is available [52]. Hence, job demands are likely to negatively influence an
employees’ QoW.

The role of rewards can be considered “important determinants of behaviour in
organisations and should be directly related to promotions, providing recognition to
individual-level, group-level and organisational-level performance” ([10], p. 25). Being
recognised and rewarded for good performance is key to motivating an employee to
continue developing their skills in the workplace. This relationship then feeds into the
effectiveness of the employee in the organisation [32]. Therefore, an effective employee
can make decisions which lead themselves to more positive outcomes, both in and out
of the workplace. Maslach and Leiter [31] stated that a lack of recognition creates a
feeling of inefficiency which may influence a drop in the motivation to continue seeking
opportunities to develop at work, while reducing the level of quality that the employee
holds for themselves and their work. Moreover, Bakker et al. [23] stated that emotional job
demands can overtax an employee’s mental resources. Therefore, emotional job demands
may alter the effort–reward relationship for an employee. More specifically, when emotional
job demands are present, an imbalance may occur between the efforts an employee puts
into their work to remain afloat in response to those job demands and the recognition
they receive in response. Hence, this disrupts the direct effect that rewards have on the
employees’ QoW.

Lastly, knowledge encompasses the improvements of employees’ skills through vari-
ous training, coaching, mentoring or job rotation opportunities. More involved employees
gain greater responsibilities at work and require additional technical and thinking skills to
perform [10]. The knowledge dimension falls in line with the cognitive path proposed by
Vandenberg et al. [11] in which systems of high-involvement take advantage of employees’
pre-existing knowledge. When opportunities to develop skills are introduced, employees
with pre-existing knowledge of the workplace will understand the importance of develop-
ing skills that fall in line with organisational objectives. Hence, the level of responsibility
placed on an employee may create an obligation to develop and utilise their knowledge.
Emotional job demands may alter this relationship, creating barriers to improved QoW.
Indeed, scholars have found that high job demands lead to emotional exhaustion, resulting
in a decrease in job satisfaction [53]. With unsatisfied employees, an organisation may
experience lowered levels of work quality and an overall decrease in employees’ motivation.
If the job demands remain unsupported by job resources, employee burnout is likely to
develop [54]. Accordingly, the current study hypothesised the following:

Hypothesis 3. (a) Opportunities for skill development and (b) emotional job demands mediate the
relationship between the high-involvement work system (HIWS) at Time 1 (i.e., power, information
sharing, rewards, knowledge) and QoW at Time 2.
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3. Methodology
3.1. Participants

Considering the prior literature and the objectives of the research, the study acknowl-
edges that workplace demands and resources shape employees’ perceptions and behaviours
over time [52,55]. While these factors are objectively present, their effects are best under-
stood through employees’ self-reported experiences. Through a cross-lagged research
design, the study utilised a quantitative dataset to test the hypotheses.

The dataset consisted of 120 NZ employees with 80.8% being female (n = 97). Respon-
dents were aged between 18 and 39 years (n = 69, 57.5%). Thirty-five point eight percent
(n = 43) of respondents were married and 32.5% (n = 39) were living with a partner. Most
participants were of NZ European/Pākehā ethnicity comprising 66.7% (n = 80), followed
by Māori (10%, n = 12), Pacific Islander (3.3%, n = 4), and Asian (3.3%, n = 4). Most had
a bachelor’s degree (34.2%, n = 41), followed by postgraduate degree (30%, n = 36) and
tertiary certificate or diploma (20.8%, n = 25).

While a predominantly female sample size was considered as a potential limitation,
supporting research has shown women are generally more likely to participate in longi-
tudinal research than men [56]. In addition, no significant sex differences were found in
the variables investigated, so this did not pose a major issue for the study. In terms of
sample size, the attrition rate of 52% between Time 1 (N = 230) and Time 2 (N = 120) for
this study is not unusual in longitudinal workplace research where changing availability
and voluntary participation reduce follow-up rates [27,57]. A cross-lagged review paper of
174 studies by Orth et al. [58], along with a simulation study on appropriate sample sizes
for cross-lagged designs by Lösener and Moerbeek [59], concluded that a moderate sample
size of between 100 and 150 participants is sufficient for analytical purposes.

Participants were recruited through the newsletters of several organisations and ap-
proached to assess their willingness to participate in the study. Participants were required
to be 18 years of age or older and actively working full time, part time or casually in an NZ
company. Organisations that expressed interest supplied their email contact details, subse-
quently receiving a study overview and a link to the online survey for dissemination within
their organisation. Participants were provided with a link to a participant information sheet
and those who agreed to participate then proceeded to answer the questionnaire. Three
weeks later, participants were invited once again to participate in phase two of the study. A
three-week interval between Time 1 and Time 2 was supported by prior research [60,61]
related to the JD-R model, which suggests that mediators such as job resources, need
satisfaction, and burnout can fluctuate within weeks and influence proximal outcomes. A
meta-analysis by Zhao et al. [62], drawing on 268 longitudinal studies, showed that a 3- to
4-week interval is commonly used to capture dynamic change processes, as this timeframe
reduces recall bias and improves temporal precision in mediation analyses.

3.2. Measures

High-involvement work systems (HIWS) were measured using the 18-item scale
established by Riordan et al. [36], which encompasses the four core dimensions of the PIRK
model, namely, power, information sharing, rewards and knowledge. The scale utilises a
5-point Likert scale, ranging from ‘1’ = strongly disagree to ‘5’ = strongly agree. An example
of an item for power is “I have enough input in deciding how to accomplish my work”. An
example of an item for information sharing is “The channels for employee communication
with top management are effective”. An example of an item for rewards is “I am satisfied
with the amount of recognition I receive when I do a good job”. An example of an item for
knowledge is “I receive sufficient training to do my job”. This scale was administered at
Time 1.
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Opportunities for skill development were measured using three items from the ‘op-
portunities for skill development’ scale of the Copenhagen Psychosocial Questionnaire
(COPSOQ) [63] using a 5-point Likert scale, ranging from ‘0–20’ = never/hardly ever
to ‘81–100’ = always [64,65]. An example of an item is “does your work give you the
opportunity to develop your skills?” This scale was administered at Time 1 and Time 2.

Emotional job demands were measured using five items from the ‘emotional job
demands’ scale of the Copenhagen Psychosocial Questionnaire (COPSOQ) [63] using a 5-
point Likert scale, ranging from ‘0’ = never/hardly ever to ‘100’ = always. An example of an
item is “is your workload unevenly distributed so it piles up?” This scale was administered
at Time 1 and Time 2.

Quality of work (QoW) was measured using three items from the NZ version of
the Copenhagen Psychosocial Questionnaire (COPSOQ) [63] using a 5-point Likert scale,
ranging from ‘0’ = never/hardly ever to ‘100’ = always. An example of an item is “to what
extent do you find it possible to perform your work tasks at a satisfactory quality?” This
scale was administered at Time 1 and Time 2.

3.3. Strategy Analysis

Data was analysed using IBM SPSS Statistics (formerly known as the Statistical Pack-
age for the Social Sciences) version 29.0. Participants’ data were initially checked for
corresponding missing values, outliers, duplicate responses and responses identified as
being associated with bots. The empirical literature on the identification of suspect bots was
used to establish bot responses through the visual analytics approach [66]. After removing
responses from bots, the final sample number was 250.

All demographic information were found to have no influence on the constructs.
Hence, they were not controlled. Multiple linear regressions and mediational analyses were
conducted using the PROCESS macro [67] with bootstrapping procedures used to test the
indirect effects.

4. Results
The bivariate correlations are presented in Table 1 below.

Table 1. Means, standard deviations, Cronbach’s alpha and Pearson’s bivariate correlations be-
tween variables.

Variables Mean SD α 1 2 3 4 5 6 7 8 9

Power T1 4.01 0.85 0.81
Information T1 3.46 0.84 0.83 0.48 **

Rewards T1 2.95 0.90 0.81 0.31 ** 0.54 **
Knowledge T1 3.54 0.87 0.82 0.40 ** 0.55 ** 0.51 **

JR at T1 68.17 23.13 0.79 0.41 ** 0.51 ** 0.53 ** 0.63 **
JR at T2 66.21 22.49 0.80 0.33 ** 0.43 ** 0.43 ** 0.73 ** 0.76 **
JD at T1 53.69 18.72 0.67 −0.16 * −0.37 ** −0.28 ** −0.25 ** −0.11 −0.04
JD at T2 53.91 19.21 0.73 −0.16 −0.32 ** −0.17 −0.24 * −0.01 −0.05 0.70 **

QoW at T1 68.60 19.21 0.76 0.54 ** 0.58 ** 0.51 ** 0.54 ** 0.60 ** 0.50 ** −0.26 ** −0.27 **
QoW at T2 68.64 15.35 0.71 0.42 ** 0.42 ** 0.36 ** 0.42 ** 0.39 ** 0.51 ** −0.24 * −0.39 ** 0.64 **

Notes: ** p < 0.01, * p < 0.05; SD = standard deviation; α = Cronbach’s alpha; JR = opportunities for skill
development; JD = emotional job demands; QoW = quality of work; T1 = Time 1; T2 = Time 2.

Hypothesis 1 predicted that (a) opportunities for skill development at Time 1 would
have a positive relationship with QoW at Time 2, while (b) emotional job demands at
Time 1 would have a negative relationship with QoW at Time 2. Opportunities for skill
development at Time 1 had a positive effect on QoW at Time 2 (B = 0.25, SE = 0.06, β = 0.39,
t = 4.37, p < 0.001). Emotional job demands at Time 1 had a positive effect on QoW at Time
2 (B = −0.20, SE = 0.08, β = −0.24, t = −2.54, p = 0.013). Thus, Hypothesis 1 was supported.
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Hypothesis 2a predicted that power, information sharing, rewards, and knowledge
at Time 1 would have a positive relationship with opportunities for skill development
at Time 2. For Hypothesis 2a, all four components at Time 1, when examined separately,
had significant positive effects on opportunities for skill development at Time 2. Power
at Time 1 had a significant positive effect on opportunities for skill development at Time
2 (B = 9.23, SE = 2.53, β = 0.33, t = 3.65, p < 0.001). Information sharing at Time 1 had
a significant positive effect on opportunities for skill development at Time 2 (B = 12.16,
SE = 2.45, β = 0.43, t = 4.96, p < 0.001). Rewards at Time 1 had a significant positive effect
on opportunities for skill development at Time 2 (B = 9.85, SE = 2.00, β = 0.43, t = 4.92,
p < 0.001). Knowledge at Time 1 had a significant positive effect on opportunities for skill
development at Time 2 (B = 19.00, SE = 1.70, β = 0.73, t = 11.19, p < 0.001). Hypothesis 2
was supported.

We further tested PIRK at Time 1 collectively on opportunity for skill development at
Time 2. The overall model was significant, F(4, 110) = 31.84, p < 0.001, explaining 55% of
the variance in Y (R2 = 0.74, adjusted R2 = 0.53). Among the predictors, only knowledge
(B = 17, p < 0.001) was a significant positive predictor of opportunities for skill development,
whereas power (B = 1.24, p = 0.55), information sharing (B = 0.85, p = 0.72), and rewards
(B = 2.14, p = 0.25) were not significant.

Hypothesis 2b predicted that power, information sharing, rewards, and knowledge at
Time 1 would have a negative relationship with emotional job demands at Time 2. When
examined separately, only two out of the four components at Time 1 had negative effects
on emotional job demands at Time 2. Power at Time 1 had a non-significant effect on
emotional job demands at Time 2 (B = −3.71, SE = 2.26, β = −0.16, t = −1.64, p = 0.104).
Information sharing at Time 1 had a significant negative effect on emotional job demands
at Time 2 (B = −7.80, SE = 2.20, β = −0.32, t = −1.79, p < 0.001). Rewards at Time 1 had a
non-significant effect on emotional job demands at Time 2 (B = −3.33, SE = 1.86, β = −0.17,
t = −2.57, p = 0.077). Knowledge at Time 1 had a significant positive effect on emotional
job demands at Time 2 (B = −5.32, SE = 2.07, β = −0.24, t = 3.93, p = 0.011). Hypothesis 2b
was partially supported.

We further tested PIRK at Time 1 collectively on emotional job demands at Time 2. The
overall model was significant, F(4, 110) = 3.33, p = 0.013, explaining 11% of the variance in Y
(R2 = 0.34, adjusted R2 = 0.08). Among the predictors, only information sharing (B = −6.67,
p = 0.021) was a significant negative predictor of emotional job demands, whereas power
(B = −0.34, p = 0.89), rewards (B = 0.46, p = 0.83), and knowledge (B = −2.31, p = 0.37) were
not significant.

Hypothesis 3a predicted that opportunities for skill development would mediate the
relationship between power, information sharing, rewards, and knowledge at Time 1 and
quality of work at Time 2. A bootstrapped mediation analysis using PROCESS indicated a
significant indirect effect of power on QoW through opportunities for skill development
(indirect effect = 2.66, 95% CI [0.96, 4.66]). Because the confidence interval did not include
zero, the mediation effect was significant. The analysis also indicated a significant indirect
effect of information sharing on QoW through opportunities for skill development (indirect
effect = 3.41, 95% CI [1.56, 6.09]). Because the confidence interval did not include zero,
the mediation effect was significant. Furthermore, the analysis indicated a significant
indirect effect of rewards on QoW through opportunities for skill development (indirect
effect = 2.96, 95% CI [1.41, 5.13]). Finally, the analysis indicated a significant indirect effect
of knowledge on QoW through opportunities for skill development (indirect effect = 5.74,
95% CI [2.23, 9.45]). Hypothesis 3a was supported.

Hypothesis 3b predicted that emotional job demands would mediate the relationship
between power, information sharing, rewards, and knowledge at Time 1 and quality of work
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at Time 2. A bootstrapped mediation analysis using PROCESS indicated a non-significant
indirect effect of power on QoW through emotional job demands (indirect effect = 1.00,
95% CI [−0.00, 0.12]). However, the analysis indicated a significant indirect effect of
information sharing on QoW through emotional job demands (indirect effect = 1.80, 95% CI
[0.59, 3.30]). For rewards, the analysis indicated a significant indirect effect of rewards
on QoW through emotional job demands (indirect effect = 0.91, 95% CI [−0.16, 2.36]).
Finally, the analysis indicated a significant indirect effect of knowledge on QoW through
emotional job demands (indirect effect = 1.32, 95% CI [0.25, 2.66]). Hypothesis 3b was
partially supported.

Figure 2 displays the final model.

Figure 2. The Final Model.

5. Discussion
The current study’s cross-lagged findings provide an in-depth understanding of the

role HIWSs can have in terms of the impacts on an individual employees’ QoW throughout
a long-term period. Specifically, this study investigated (1) how emotional job demands
and opportunities for skill development impact an employees’ QoW; (2) how the HIWS is
encapsulated by the PIRK model and influences the emotional job demands and oppor-
tunities for skill development experienced by an employee; and (3) the mediational role
that job demands and job resources have on the relationship between the HIWS and an
employees’ QoW.

Overall, using a two-wave cross-lagged design with a three-week time gap, the study
found that the HIWS, as perceived through the PIRK model’s dimensions, provides em-
pirical evidence of direct significant positive effects on employees’ opportunities for skill
development and a significant negative effect of information sharing and knowledge on
emotional job demands. The study found that opportunities for skill development mediate
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the relationship between all four dimensions of the PIRK model and employees’ QoW,
whereas emotional job demands only mediate the relationship between the information-
sharing and knowledge dimensions of the PIRK model. Overall, the findings suggest that
the PIRK model is more strongly characterised by resource-enhancing practices than by
demand-reducing practices.

5.1. Theoretical Contributions

This study makes several theoretical contributions to the existing literature. First, it
provides empirical evidence supporting the positive relationship between opportunities for
skill development and QoW, and the negative relationship between emotional job demands
and QoW. These results are consistent with the JR-R model, which proposes that resources
lead to improved work and personal outcomes, whereas demands lead to poorer work and
personal outcomes [25].

The finding that opportunities for skill development increase QoW extends the work
of scholars such as Lee et al. [27], who identified skill development and knowledge as key
factors in motivating employees. When employees are provided with opportunities for
skill development, they are better able to move beyond their professional comfort zones
and enhance their existing skills, knowledge, and abilities. This, in turn, enables them to
develop more effective workplace solutions. This affective–motivational state, highlighted
by Schaufeli and Taris [28], is considered a key driver of positive organisational outcomes.

The results demonstrating a negative relationship between emotional job demands
and QoW suggest that the level of stress experienced by employees depends on the de-
mands placed upon them, which can adversely affect both personal and work-related
outcomes [25,26]. Previous empirical research has also established this relationship, demon-
strating that high job demands can significantly negatively affect employees’ personal
well-being and work outcomes [20,47,68].

Overall, the significant findings for the PIRK dimensions of power, rewards, and
knowledge in relation to opportunities for skill development, and the significant effects
of the information-sharing and knowledge dimensions on emotional job demands, sug-
gest that HRM systems are primarily resource-enhancing rather than demand-reducing.
Although some PIRK dimensions showed significant relationships with employees’ emo-
tional job demands, the overall pattern indicates a stronger role in enhancing resources
than in reducing demands. This pattern is consistent with previous research on HRM
systems [69,70], which similarly found that HRM practices, when examined as a system,
generally do not reduce job demands.

When focussing specifically on the PIRK dimension of knowledge, the authors identify
the importance of knowledge on the study’s job resources and job demands. Knowledge
was found to have the strongest relationship with opportunities for skill development
among all four of the PIRK dimensions. Research conducted by Rapp et al. [71] on the
impact of knowledge on 175 employees in the pharmaceutical field showed that employees
with less experience, yet high levels of knowledge about their organisation, were more
inclined to work harder. In a more general sense, research conducted by Schieman and
Plickert [72] highlighted knowledge as power, stating that employees with higher levels
of knowledge about their organisation have greater levels of schedule control; experience
more challenging, interesting and enriching work with greater economic rewards and
security; and hold a higher level of trust at work. These findings support the positive
association established in the present study between knowledge and opportunities for
skill development, while also highlighting the important role that knowledge plays in
enhancing access to job resources and reducing job demands.
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Information sharing, one of the dimensions of the PIRK model, displayed a significant
and negative relationship with emotional job demands. Therefore, the current study’s re-
sults suggest that an employee’s exposure to workplace information produces a significant
decrease in emotional job demands. The findings support scholars’ work which suggests
regular information sharing alleviates job demands by helping to develop a broader un-
derstanding of the employee’s role at work [73–75]. Therefore, information sharing may
facilitate the sensemaking process whereby employees will attribute meaning to their
roles. A study conducted by Lang et al. [68] supports these findings through its research,
stating that role clarity moderated the job demand–strain relationship among participants.
Specifically, participants who experienced high levels of job demands reported lower levels
of physical and psychological strain when role clarity was high. In the same vein, Bliese
and Castro’s [76] empirical research found that role clarity moderated the impact of job
demands on psychological distress. These studies help to confirm the positive association
of information sharing with emotional job demands found in the present study.

Rewards and recognition in the workplace act as a source of intrinsic motivation
for employees [77]. This relationship dates to the early work of Maslow [78] on human
motivation. Hence, a lack of rewards may be considered a significant barrier toward further
training and development among employees. An explanation for the non-significant effect
between the rewards dimension of the PIRK model and emotional job demands may lie
in broader findings suggesting that employees are often inadequately rewarded for the
time and effort they invest in their work, as reflected in reports by the Organisation for
Economic Co-operation and Development (OECD)’s Better Life Index [79]. That is, in
comparison to the rest of the world, the effort NZ employees exert into their work may be
unbalanced in relation to the degree of rewards and recognition they receive. To further
explain why this may be the case for NZ employees, the author of this paper turned to NZ’s
unique business landscape, finding that 99% of NZ businesses are small to medium [79].
Small and medium-sized enterprises (SMEs) are therefore seen as the backbone of the NZ
economy [80]. Due to the isolated nature of NZ, SMEs face challenges such as transporting
goods, recruitment and retention, which all relate to NZ’s small population size and low
average income [81]. Hence, the study’s findings, which show no significance between
employees’ rewards and emotional job demands, may be a result of the financial constraints
NZ experiences throughout its business landscape.

Through the results of the current study’s mediation analysis, partial mediation was
found for opportunities for skill development and emotional job demands on the relation-
ships between each PIRK component and QoW. The significant partial mediation results
provide insight into the role played by opportunities for skill development and emotional
job demands in the relationship of the HIWS with employees’ QoW, supporting past
studies [82,83].

5.2. Practical Implications

Acknowledging that opportunities for skill development enhance QoW while emo-
tional job demands reduce QoW, organisations considering the implementation of the
HIWS should take into account the time and financial resources required. This process
should involve the formulation of a plan with a suitable timeframe attached to each goal.
The information-sharing and knowledge dimensions are especially important for QoW, as
they are associated with higher opportunities for skill development and lower emotional
job demands.

To enhance the information-sharing dimension, organisations should establish a level
of transparency in which employees are provided with a clear vision from senior leaders
and sufficient information to perform their work effectively, thereby ensuring high levels
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of information sharing within the workplace. Leaders should communicate when new
information or changes arise so that employees are able to identify opportunities to develop
their skills and abilities, which may also reduce their emotional job demands. To develop
such a climate, organisations can ensure that there is adequate feedback and ongoing
communication between top management, mid-level managers, and employees [84].

Given the strong and positive association between the knowledge dimension of PIRK
on opportunities for skill development and emotional job demands, organisations should
focus on providing employees with more access to training opportunities. In prioritising
training and development in the workplace, organisations can assist their employees in
making more impactful decisions to benefit the organisation. This is especially important
for lower-level employees as they can share tacit knowledge that only their position level
may experience in the workplace.

In relation to power, organisations may wish to adopt the “self-design” method
developed by Ledford and Mohrman [85] to enhance the power dimension of the PIRK
model. This approach gives employees the flexibility to make specific changes within their
own units, enabling them to feel more empowered in how they carry out their work [20]. In
addition, Guy [86] states that the sense of freedom associated with decision-making power
can also be an important incentive and source of motivation for greater effort. Finally,
organisations should ensure that employees are rewarded fairly and objectively based on
their work outputs [11,41].

5.3. Strengths, Limitations and Future Directions

This cross-lagged study has produced robust conclusions on aspects within organisa-
tions which support employees’ quality of work (QoW). The study’s findings establish the
importance of accessibility to opportunities for skill development in the workplace on em-
ployees’ QoW over time, such as three weeks in the case of this study. In addition, the study
provides evidence of how job demands, and job resources can mediate the relationships
of the HIWS with QoW. These findings support the progression of the high-involvement
aspects within some NZ organisations and will hopefully provide evidence to support
organisational-level change with employee outcomes as the focus, sparking further research
in this field in the future. While the current study utilised a cross-lagged design to examine
the proposed theoretical model, future research could employ a fully longitudinal design,
whereby the independent variable is measured at Time 1, the mediator at Time 2, and the
outcome variable at Time 3. Such a design would provide a more rigorous assessment of
longitudinal mediation effects.

The study was designed and conducted to reduce the threat of common method vari-
ance (CMV) by ensuring the anonymity and privacy of all participants, by utilising different
Likert scales for various constructs and by creating two waves of data collection, although
these strategies still did not fully eliminate the threat of CMV. Future research should trian-
gulate self-reports with multi-source and objective measures such as supervisor ratings of
job performance or absenteeism rates. Parker and Kulik [87] successfully mitigated CMV
in their research by combining self-report measures with supervisor performance ratings
and employee records of absenteeism. Implementing these approaches would strengthen
causal inference for mediation effects.

Due to limitations in the demographic profile of the participants, such as the relatively
small sample size (120 participants), the predominance of female respondents, and the
restricted age range of 18–39 years, the study does not capture a broader cross-section of
the working population. In addition, the relationships between job demands, job resources,
and QoW have only been examined within the New Zealand context, and these associations
have not yet been tested in other countries. As a result, the current study cannot confirm
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whether similar patterns would emerge elsewhere. Future research could replicate this
study with a wider age range of employees nested within organisations in New Zealand
and across other countries, and examine additional employee outcomes, to gradually build
a more comprehensive understanding of how job demands and job resources relate to
employee outcomes within HIWS.

6. Conclusions
The present study has highlighted the importance of the information-sharing and

knowledge dimensions of PIRK in increasing opportunities for skill development and
reducing employees’ emotional job demands. In addition, the study suggests that organi-
sations should strengthen information sharing as a means of reducing the emotional job
demands experienced by employees and fostering a culture in which knowledge is valued.
Future research could incorporate more objective data to complement the current findings
and replicate the study with a broader sample of employees within New Zealand and
internationally to determine whether the findings are generalisable. Such findings could
assist New Zealand organisations in strengthening the sustainability and resilience of their
workforce, thereby enhancing their competitive advantage and supporting the retention of
a high-quality workforce.
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