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Abstract

This study sought to understand how the employaeep&ons of human resource management practices
influence both organizational affective commitmemd entrenchment. It represents advancement towards
discriminant validity of such linkages that develogtween individuals and the organizations theykwor. A
survey of 307 participants was conducted in anrmédion Technology company in Brazil. It was fouthet
affective commitment has a strong and positive timtahip with perceptions of HRM practices, while
entrenchment is also related, but in a very weakifm. Training and development practices showetibét

with the expected results of such practices indiganization studied, strongly affecting commitmenit not
enhancing entrenchment. Even if not generalizabése results strengthen the research streamefetds$ that
commitment and entrenchment are separate constructs

Key words: commitment; entrenchment; HRM practices.
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An Examination of Human Resource Management Pegtlafluence 59

Introduction

Globalization and the pressure for innovation asamseof survival have changed the
psychological contract between organizations aed #mployees. Guarantee of employment can no
longer be used to generate commitment (Meyer, Al opolnytsky, 1998). As a result, workers
today do not expect to develop their careers ily @mle organization (Nussbaum, 1991 as cited in
Carson & Bedeian, 1994). Cooper-Hakim and Viswesmvg2005) estimate an average of five changes
of organization throughout a career. Since it idamger possible to secure jobs, companies attémnpt
ensure employability and, to that end, invest inellgping their people to enhance their potential
mobility. This ultimately generates a paradox bseanompanies must also retain the talents they
need. Thus, there is now a demand for manageratkgies appropriate for this scenario in order to
retain good employees through practices such asdaywaromotions, compensation, and training
(Buckingham & Coffman, 1999 as cited in Barros, 200

It is important for organizations to foster linkag®r people to remain, but it is also important
to assess the nature of these bonds. Affectivedaralthose that engender stronger ties sinceatieey
associated with an organization’s goals and val@esthe other hand, bonds based on instrumental
exchanges might make it less attractive for petipleave the organization since they would be psin
investments and gains already obtained (McElro@120 Morrow, 2011; Sethi & King, 2008; Steel &
Lounsbury, 2009).

Although several studies point out the importanteammitment to organizational outcomes
(Pfeffer, 1998; Riketta, 2002; Steel & Lounsbury@)09), many issues still pose challenges for
managers. A possible answer to these issues ceutdabned management of commitments. Kiesler
(1971) explains that commitment has motivationatdes, and even though it might not be a sufficient
enough factor to compel action, it ultimately irfhces the way individuals react to situations, tdue
its binding properties. So, it can end up drividaviors. However, can commitments be deliberately
and purposefully managed? According to Meyer ani@nA[1997, p. 69), this is possible because
commitment “is actually related to employees’ pptin regarding Human Resource Management
(HRM) practices”. Morrow (2011) adds that the ansteethis question lies in identifying factors that
affect commitments. Among them, which practicesapropriate for generating commitment and its
presumed impact on other linkages?

Sethi and King (1998) studied organizational commeiit in Information Technology (IT)
professionals and suggest that organizations shoatéfully examine their policies related to
enhancing commitment. These authors warn thatipegcsuch as stock distribution, rapid promotion,
pension plans, among others, may be working agangsinizations by merely building instrumental
bonds. As such, although these practices mightueage employees to continue in an organization,
they do not necessarily motivate people to conteilmwn exercise extra effort on its behalf. In aiddit
individuals may wish to leave an organization bom’tlbecause of potential financial or social statu
loss. Affective commitment, despite being moreicifit to promote, fosters strong bonds between
people and organizational values, making them eagewntribute to organizational success.

Thus, in order to properly manage commitmentsgitdmes important to pay attention to the
nature of the bond being strengthened. Companiesadapt practices aimed at achieving higher
commitment levels, but the results obtained maylpce unwanted effects (McElroy, 2001a) such as
strengthening a continuance bond rather than &ctafé one. MeyeRaunonen, Gellatly, Goffin, and
Jackson (1989) produced empirical evidence thatrorgtional affective commitment positively
enhances performance, while continuance commitimasta negative influence on it. Cooper-Hakim
and Viswesvaran (2005) also demonstrated consigteidience of such influence in their meta-
analysis.

In that regard, Bastos, Medeiresal. (2008) proposed that it would be more approptateeat
this instrumental relationship - continuance commeitt - as a separate and different construct, which
they called organizational entrenchment. It repressean extension of the construct proposed by
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A. C. F. Scheible, A. V. B. Bastos 60

Carson, Carson and Bedeian (1995) dealing withecazemmitment. This proposition is associated
with a new research agenda in the area that calla tfleeper knowledge about the antecedents and
consequences of organizational commitment and restireent.

Following a cognitive behavioral approach, thisdgtwvorks with the assumption that HRM
practices produce results derived from perceptams meanings people assign to them. Under this
assumption, it focuses on analyzing the possilflednces employees’ perceptions have about the
organization they work for on the linkages they elep with them. In doing so, it addresses the
challenge posed by Medeiros, Galvao, Siqueira, Madjues (2002, p. 12) that “an evaluation of
human resource systems, formed by a broad setlisfgsoand practices of companies that produce
commitment must also be made by the research ®fiid”. According to Whitener (2001), a well-
established stream of research rooted in socidiagge theory has already shown that employees’
commitment to an organization derives from theicpptions of the employers’ commitment to, and
support of, them. This in turn comes from theirgagtions of organizational actions, such as HRM
practices. Therefore this paper aims to identify MHRpractices influences on organizational
commitment and entrenchment by analyzing how theyparceived and what they signify to workers,
contributing to better delimit these two constructs

Organizational Commitment and Entrenchment

Commitment is a linkage that individuals may depelowards multiple aspects of their work
environment. It can be enacted either as an adtitbéhaviors (or behavioral intentions), or as a
binding force. Commitment can be analyzed in reftatio a wide range of foci - the organization,
group or team work, work itself, career, and unjamong others. Therefore it can be thought of as a
set of commitments where each one has some dinmsnsi® well as antecedents, correlates, and
consequents which can be unique or shared betwese ttommitments (Mathieu & Zajac, 1990;
Meyer & Herscovitch, 2001). Thus, factors that efffene dimension of commitment may impact
other dimensions (Meyer, Allen, & Smith, 1993; Mo, 1993).

The organizational commitment concept derives feindies that explored the linkages that
emerge between employees and organizations. Themrefr these studies was the belief that
committed employees have greater potential for awpd performance, reduced absenteeism and
turnover (Mowday, 1998). Organizational commitmevds characterized in Mowday, Porter and
Steers (1982) by three factors: a strong belief arwdptance of organizational goals and values; the
wiliness to exert effort on behalf of it; and aosiy desire to retain organizational membership.
According to these authors, this goes beyond tlesipa concept of loyalty resulting in an active
relationship aimed at the welfare of the organarati

For Meyer and others (Meyer & Allen, 1991; Mewtral, 1993; Meyer & Herscovitch, 2001),
commitment is a psychological connection that cofra® three different bases: affective, normative
and continuance. This concept is respectively basethe work of Mowdayet al. (1982), Wiener
(1982) and Becker (1960). It received empirical pup from several other researchers (Dunham,
Grube, & Castafieda, 1994; Hackett, Bycio, & Haukd®94; Hackett, Lapierre, & Hausdorf, 2001).
Affective commitment refers to the identificationdainvolvement between the individual and a focus.
Normative commitment reflects a feeling of moraligétion in relation to the focus. Continuance
commitment (or instrumental) refers to an assessmethe implications (oprice to pay) if the
relationship with the focus is broken.

Due to its complexity, the work commitment constrdwas struggled with conceptual
redundancy (Morrow, 1993). This occurs when corsege not precisely defined to be mutually
exclusive or when the link between a conceptuaindiein and measurement instrument (construct
validity) is not perfect. Mowday (1998) states thihere is an overlap between different models
proposed for conceptualizing commitment. He pointsthat affective and continuance commitment,
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An Examination of Human Resource Management Pegtlafluence 61

respectively, as proposed by Meyer and Allen (198%¢rlap with internalization and compliance as
proposed by O’'Reilly and Chatman (1986). Morrow 93P and Dunham, Grube, and Castafieda
(1994), stated that the commitment defined by Mowetaal. (1982), is basically defined the same as
affective commitment by Meyer and Allen (1991).

In sight of this diversity of interpretations andadels, which results in lack of an agreed
definition and consequent fragmentation of the toes Meyer and Herscovitch (2001) proposed a
model that represented an attempt to integrate ,tigemeralizing the original work by Meyer and
Allen (1991). This model attests to the existenica aore essencef the construct defined by linkages
between the three categories affective, normatng @ntinuance, and has been representing the
mainstream of the commitment research since then.

However, despite representing a breakthrough,nigdel is not accepted by consensus in the
field, mainly because of the overlap between tHiectife and normative commitment. Meyer and
Allen (1991, p. 79) state that “the feelings of g to do and feel compelled to do may not beyfull
independent”. According to Solinger, Ollfen, and eR008), the three-dimensional model of
commitment proposed by Meyer and Allen (1991) andyd and Herscovitch (2001), has its
characterization of commitment strongly based smate as a predictor of permanence, especially in
relation to commitment arising from a continuandmehsion. The affective basis, however, is
considered by the authors as being more approfadtes construct as it related to other conseguent
as well. Thus, the authors advocate a single diimeak affective view of the construct since the
normative dimension is considered overlapped with i

Moreover, empirical evidences have shown that ooatce commitment produces effects
contrary to affective commitment in relation to ionfant consequents such as attendance and
performance (Cooper-Hakim & Viewesvaran, 2005; Meyaunonen, Gellatly, Goffin, & Jackson,
1989; Riketta, 2002; Steel & Lounsbury, 2009).Histis the case, how can we call this linkage
commitment if it produces a dissonant effect? Gulyethere are several authors focusing on
commitment (Bastos, Rodrigues al, 2008; Rodrigues, 2009; Solinger, Ollfen, & Ro80&) who
argue for more clarity and consistency since thestact now has possibly antagonistic dimensions,
bearing different consequents. In this regard, & oencept called entrenchment was proposed and
there is indication that it is indeed different theommitment (Carson, Carson, & Bedeian, 1995;
Rodrigues, 2009; Rodrigues & Bastos, no prelo).

According to Bastos, Rodrigues al. (2008), Rodrigues (2009), and Rodrigues and Bgsims
prelo), the entrenchment concept is more apprapfi@at predicting permanence in the organization
than the continuance commitment. It was first dediby Carsort al (1995) for the career focus and
extended by those authors to the organizationaisioEntrenchment is a metaphor based on Becker’s
(1960)side-betstheory about staying in an organization or cavéegn this is not really desired by the
workers, but rather because it seems more sechis. cbgnition occurs when individuals do not
adapt, are not motivated, or cannot find viablegtibrnatives to consider. So, they cannot leagé th
trench where they feel protected. Thisench can be the organization they work for or their
profession in general.

Carsonet al (1995) identified three dimensions of entrenchimé) loss of investment (time /
money); (b) emotional costs; (c) lack of job altdives. Bastos, Rodriguest al (2008) and
Rodrigues (2009) proposed and developed a scateetsure entrenchment using slightly different
dimensions, namely: (a) social position adjustmentsch refers to the individual investments in the
conditions necessary for adaptation and good pedgoce in the organization; (b) impersonal
bureaucratic arrangements, which refer to stabditg financial gains to be lost if the individuetft|
the organization; (c) limitation of alternativeshish concerns the perception of job opportunities
available in the market for the worker. This scatgs later validated by Rodrigues and Bastos (no
prelo).

Therefore, entrenchment pertains to the optionootinuing in the same line of action for lack
of options, the sense of loss of investment alreadgte, or the perception of an emotional priceatp p
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too high to accept (Carsat al, 1995). Commitment, on the other hand, is relébedonsistency of
line of action and rejection of alternatives (Kesl1971). Symptoms of entrenchment may include:
the desire to avoid social stigma, fear that agelevmake it hard to find a suitable job option Kad
desire to leave privileges already acquired, fédoging something due to change. This would bring
about a mindset dfetter being safe than sorry as the popular saying goes, freezing peopledir th
current work conditions (Carsa al, 1995).

According to Rodrigues (2009), the teemtrenchmentwas given by Mowdagt al (1982) to
the third and final phase of commitment developm@&hese authors did not clarify the origin of the
term they proposed. According to them, the entreddndividual would remain committed to the
organization. However, the nature of this relatiopscan evolve and become more transactional.
Entrenchment was therefore defined by them as tinttion of commitment bringing an echo to the
term continuance commitment(defined by Meyer & Allen, 1991) as they both reti@ the worker’s
staying in the employing organization, when it does stem from a desire but from need. Rodrigues
(2009) states that the two concepts overlap angl ¢taa produce similar effects on the behavior of
individuals. The author says: “Entrenched individuare stuck in their careers (or organization) by
necessity. So, one can assume that they are noterecerned with productivity, and not engaged into
contributing, through their work to future geneoas” (p. 63).

Empirical evidence brought by Scheible, Bastos Rodrigues (2007) supports this line of
thinking. They carried out a survey among 217 wigka an Information Technology company in
Brazil and analyzed the relationship of these timkadges - entrenchment and continuance
commitment to the career - with performance andiiobt relevant negative correlations in both
cases.

HRM Practices

The history of HRM in organizations clearly showsahsuch practices are connected to the
social, political, economic and technological cahtd he late twentieth century was marked by the
technology boom and the increasing complexity anmrk sof organizations, which became
transnational. These new arrangements, apart fteanges due to the pressures for more flexible
production models that would accommodate non-stangaoducts, eventually resulted in work
routines “that become more dependent on the skilld knowledge at all levels of the production
process” (Souza & Peixoto, no prelo, p. 5), enhapdhe importance of the human factor to
organizations.

To cope with the dynamics of today’s world and agki a greater commitment from their
employees, organizations changed their internairemment and ways of conducting the work
through initiatives like position enrichment, encaagement of semi-autonomous or self-managed
groups, minimizing the centralized authority andtcol of previous models. These more flexible
forms of production organization combined with testructuring that occurred in the 1980s (like
downsizing and reengineering) that, in most cagewlied staff reduction, required new
organizational structures and urged the need toccowge work management models based on stability
and employee loyalty (Tonelli, Lacombe, & Calda802). These new business models placed new
demands on human resources management, as dispiayable 1.
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An Examination of Human Resource Management Pegtlafluence 63

Table 1

Dimensions and Contemporary HRM Practices

Dimension Practice
Work Relations Conflict Regulation, Labor Relatiphs&anagement Model, Work Organization
People Management Analysis of Labor, Recruitmei@efection, Career Planning, Movement of

Personnel, Benefits and Compensation.
Qualification & Development Training, Performanceakuation, Career Development, Team Management.

Organizational Behavior Performance and Produgtitieadership, Motivation, Satisfaction,
Commitment, Organizational Culture

Working Conditions and Safety, Accident Prevention, Ergonomics, Occupatibtealth, Stress
Hygiene Management, Psychosocial Assistance

Organizational Change Organizational Developmengliy of Life at Work, Total Quality

Note. Source: Adapted from Zanelli, J., & Bastos, A.(J2p Insercdo profissional do psicélogo em orgajiiea e no
trabalho (pp. 478-479). In J. C. Zanelli, J. E. Bsrgmdrade, & A. V. B. Bastos (Orgs.fpsicologia, organizacbes e
trabalho no Brasi(pp. 466-491). Porto Alegre: Artmed.

This environment of change is consequently demania@w policies and management practices
that are specifically aimed at retaining peopledose they become increasingly trained to worknin a
environment of uncertainty and technological saptason. Unstable environments demand more
action and cooperation from the workforce, whicliscanto question the relative values of work,
remuneration, leisure, personal life and orgaroreti citizenship (Tonelket al, 2002).

According to Grant (2003), when individuals pereeifie tasks they are given is appropriate to
their skill level, interests and knowledge, andéad that their work is recognized, they tend ttuga
the organization’s contributions to these factard atrengthen linkages with it, such as commitment
and entrenchment. Bastos, Rodrigues, Moscon, Ehrgtd Pinho (no prelo), argue that commitment
is seen as a factor that enhances organizatioracels to successfully address turbulence and
transitions. The meta-analytical work of Rikett®@2) and Cooper-Hakim and Viswesvaran (2005),
respectively, demonstrate the positive relatiorshipetween organizational commitment and
performance and retention.

So it seems possible to think of a core set of Hitkttices which, combined, would influence
employee ties to an organization, with commitmenbag them. Morrow (2011), however, states that
although organizations practices are positioneattoeve high levels of talent retention and emptoye
performance, little attention has been given tortle of affective commitment when establishing
their HRM practices. This lack of attention seemgxtend to the academic community as well, since
some researchers produce self-criticism over theléwel of attention being given to the importance
of HRM practices as a factor for fostering commitingMeyer & Smith, 2000; Morrow, 2011).

According to Bastost al. (no prelo), a committed workforce should be botmdn articulated
set of practices that strengthen the ties of warkerthe organization. Guest (1992) points out some
challenges in this regards: (a) individuals’ acaape of such practices; (b) possible union interfee
in their implementation; and (c) each manager’sviddal interpretation of these practices, which ca
alter their original objectives. McElroy (2001byhlights the importance of HR practices to fosigrin
commitment. However, this author emphasizes theortapce of considering the multiplicity of ties
that individuals establish with the organizatioecause sometimes these links can be antagonistic.

Meyer and Herscovitch (2001) warn that this stratggpuld be adopted judiciously since these
practices should aim on fostering affective comreitt but might end up impacting other linkages.
Ideally, according to the researchers, practicesulghobtain greater affective commitment with
minimal impact on other types of linkages. PfeffE998) points out that HRM can produce one of the
few forms of competitive advantage that is not Igasiitated. McElroy (2001b) indicates the use of
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the practices defined by that author, listed inl@dh asa way to prioritize the peopleto foster
commitment in organizations, identifying their likémpact on the types of commitment.

Table 2

HR Practices Impact on Organizational Commitment

HRM Practice Affective Commit. Normative Commit. Continuance Commit.
Employment Security + + +
Selection process + + 0
Decentralization/ Self management + + +
Awards + 0 +

Training + + 0/+

Social status difference reduction +/- +/- -+ /
Information Sharing + + 0

Note. Source: McElroy, J. (2001b). Work commitment ceptaial and methodological developments for the igpament of
human resourcedduman Resource Management Review])1177-180.
Positive effect (+); Negative effect (-); No effé6); Or (/).

According to McElroy (2001b), employment securigfers to job stability as approached in this
study but not in the sense commonly used in Bragjhrding governmental jobs. It refers to HRM
practices intended to ensure that employees renmaithe organization; for example, internal
reassignments, etc. Security (or stability) in esypient should produce positive effects on threegyp
of commitment since the organizational values miggdome more institutionalized, investments grow
as time passes, and the sense of security mighit estiprocity. Personnel selection may contribiote
the affective and normative commitments to the wizgion. By selecting the best available
candidates and building pride in the one chosenprganization stimulates them taep their
promises

Organizational structure decentralization and selftagement tend to positively contribute to
the three types of commitment. These promote awvel \gsibility to participation in decision making,
reinforcing these commitments. Concerning contiseacommitment, this participation may represent
a loss in the event of leaving the organization.afdg and recognition linked to organizational
performance promote both affective commitment amtinouance. The first fosters a feeling of being
valued and the second a sense of perceived adeartadpoth cases, the individual is expected to
engage in behaviors that seek to improve organizaliperformance (McElroy, 2001b; Morrow,
2011).

McElroy (2001b) adds that training should enhanffecave and normative commitments
because they improve an individual's perception sgff-importance. Regarding continuance
commitment, the author defends that this will oblg happen if a connection with new skills
acquisition is clearly established. Meyer and Al{&897) say that training is one of the best sgiate
that can be used to develop commitment becausacilitdtes the process of affiliation with the
organization as well as making organizational supjmothe worker concrete. Regarding the reduction
of status differences, McElroy (2001b) suggest$ tthaan bring different results depending on the
perspective of analysis. For those who lost statishould be negative. On the other hand for lower
ranks, it should be positive. Therefore its resattsunpredictable.

Finally, Pfeffer (1998) states that information leange can have a positive effect on affective
and normative commitment as the organization usésrmation to influence and steer desired
attitudes. However, such information must be carrated by the socially constructed perceptions of
individuals in their routine work, otherwise theyowd fall into discredit. Thus, when combined,
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according to Pfeffer (1998) and McElroy (2001bgsé previously cited practices can leverage higher
levels of commitment for the organization.

Locke and Latham (1984) cited by Grant (2003) iathc commitment as an essential
prerequisite for effective task performance. Thasthors assert that in order to foster commitment t
a goal, the following is necessary: (a) explain plepose so it is perceived as something with yalue
(b) provide support to people who will work towarttie® goal; (c) encourage the participation of all;
(d) provide adequate training to ensure people willperform; (e) employ adequate selection
processes; (f) and distribute incentive awardsothrer words, they prescribe deployment of HRM
practices directed to supporting and encouragiglpee fostering their commitment, as advocated by
Pfeffer (1998), McElroy (2001a, 2001b) and Graf03).

Scheible and Bastos (2006) analyzed commitmentorganizational goals and project
objectives and also concluded that HRM practicey e@ntribute to their success. According to
Mowdayet al. (1982), and McElroy (2001b), commitment develamsrf individuals’ expectations of
and experiences with organizational practices anteechment its last phase. However, Meyer and
Smith (2000) found no significant relationship beém practices and continuance commitment. Based
on these authors, a model was designed whichustridited in Figure 1. The hypotheses outlined are
the following: (H1) Perceptions of HRM practice® a determining factor (antecedent) of affective
commitment to an organization; (H2) PerceptionsH&M practices are not a determining factor
(antecedent) of organizational entrenchment.

Perceptions of HRM practices were collected via tdimensions: one direct and one
comparative. This approach is more complete byidensg not only the perception of practices from
a direct and intra-organizational perspective,dbsib from a comparison with similar organizatioims (
other words - extra-organizational). For examplae @an see that someone who works in an
organization perceives that it offers opportunifiesgrowth in a direct perspective. That percaptio
can be refined by concluding if this is done toreager or lesser extent when comparing with other
organizations. The greater the perceived comparatilvantage, the greater the tendency to strengthen
commitment and entrenchment to the organizationrevhe/she works for will be. So, showing this
dimension separately should contribute to a bettederstanding of the relationship between
perceptions of HRM practices and the linkages stiidi

Antecedents

o

o

)

>

2

N Affective

5 H1 Commitment t

S Direct _ ommitment to
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HRM Practices (AC)
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Comparative
Perception of H
HRM Practices Organizational
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Figure 1. Hypothesis’ Model.
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Method

After a comprehensive literature review, it wasgilole to establish a theoretical framework and
outline a model with organizational commitment aedtrenchment as dependent variables of
perceptions of HRM practices. To achieve the objecof this study, a questionnaire was applied
containing instruments to measure the variablesatbdased on the literature review conducted. After
collecting and processing the data, the hypothdsmedel was tested and conclusions were drawn
based on the results obtained through the procedapplied. The survey was conducted in a
nationwide Information Technology company, chosaa tb its accessibility, especially in regard to
people in different locations.

The company granted access to a group of about p@0ple. The survey was answered by
people from several Brazilian states, totaling 383pondents, which represents over 25% of the
group. The questionnaire was applied electronica¥lgr the Internet. This procedure facilitated the
collection process and increased participation dtir business units and employees located in
customers’ sites. Another reason for this tactis teat the lengthy questionnaire required goodwill
the part of respondents. The questionnaire wadadaifrom July to September 2009. It consisted of
three parts: demographic and functional items, stevh scales to measure organizational affective
commitment and entrenchment, and items relatingetoeptions of HRM practices.

The scale proposed by Bastos, Medeievsal (2008), was used to measure organizational
affective commitment to the organization. The reasehind this choice lies in the fact that it
represents an attempt to find a scale with a batigrstment to the Brazilian context. In addition i
limits the definition of commitment to the affeativlimension as prescribed by Solingeal. (2008).
This scale incorporates items from the Organizaliddommitment Questionnaire (OCQ) that are
exempt from evocations of staying in the organoratias well as items from the Affective
Commitment Scale (ACS) from Meyer, Allen and Sn{it893), and also the scale proposed by Rego
(2003), achieving higher reliability levels tharetbriginal scales (8 items, eigenvalue = 10.085,
0.88) (Bastos, Medeirat al., 2008).

To gauge organizational entrenchment, we used dale groposed by Rodrigues (2009) and
Bastos, Rodriguest al. (2008). This scale represents a proposal for igitlen of the organizational
commitment construct, separating the continuangeedsion into a different construct called
entrenchment. As defined by the aforementionedoasittihis scale has 22 items divided into three
dimensions. Bastos, Rodriguesal (2008, p. 1) reports the following results regagdthe tests of
each dimension: “(1) adjustment to social posi{i@ritems, eigenvalue= 7.6050.80), (2) limitation
of alternatives (7 items, eigenvalue=1.830.80), (3) impersonal bureaucratic arrangementg (s,
eigenvalue=1.56;=0.77)".

Taking as basis the McElroy’s work (2001b) - sedl&@a® — as well as Zanelli and Bastos
(2004) - see Table 1, the following types of HRMagiices were elected for the collection of
perceptions: (a) Training and Development, (b) B&hand Compensation, and (d) Stability. For each
type two indicators were generated: the first rigfigrto direct perception and the second comparing
the practices of the organization studied with wisatpracticed in similar companies. We also
generated a totalized indicator of perception facheof them by separately considering the two
dimensions for each type of practice. They wereuwated by averaging items in each practice from
the direct and comparative perspectives, generaiagariables, three for each type of perception.
The final indicator for each perception was obtdilg averaging these three indicators for each
dimension. This procedure was used to give equiaghvéo each type of practice in both dimensions.
The indicators for practice were calculated by dlwerage of the direct and comparative items that
related to each practice.

Exploratory factor analysis was applied to the HRMctices Perceptions scale to verify its fit;
applying the recommendations of Fabrigar, WegeMacCallum, Strahan (1999) in regard to
extraction and rotation methods. A similar approaeals used in Fiorito, Bozeman, Young, and Meurs
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(2007). The KMO (Kaiser-Meyer-Olkin) measure ob&minwas 0.884, deeming the sample as
adequate (meritory) for such a procedure. The tbimeensions (one for each set of practices) were
confirmed as depicted below (Table 3).

Table 3

Factor Analysis — Perceptions of HRM Practices

Benefits &
ltem Training & Develop. Compensation Stability
Training to boost performance .638 .398 .346
Skills enhancement 741 .393 .389
Training preps future 409 214 .307
Fair promotion system .624 .564 .555
Career Opportunities .764 .539 .526
Retention practices 481 .604 .998
Adeq comp x qualif 484 779 .506
Adeq comp x colleagues 375 .550 .317
Opportunities to learn 794 484 .349
Better retention practices 496 .630 .836
Better promo system 456 .885 577
Better compensation .381 .806 .508
Better benefits .287 .369 .276
More opport to learn 794 375 .302
Offers different tasks 715 414 .392

Note. Extraction Method: Maximum Likelihood; Rotation Med: Promax with Kaiser Normalization.

All questions answered on the scale received aewvaflwne to six on a Likert scale. The central
neutral item was not used. Data were processed amatlzed for the presence of incomplete
questionnaires (missing values) as well as to iffeahd remove outliers. Negative scale items were
reversed.

The scales’ internal consistency was examined kel teliability checked by calculating the
Cronbach Alpha coefficient for each dimension. Thaiso compares the overall change of scale with
the variance of individual items. The normalitytbé sample for all variables was tested through the
Kolmogorov-Smirnov test. It was possible to obseiive non-normality for some of the perceptions
assessed when analyzed by type of practice. Howthemmain variables were normally distributed.
Thus, Pearson’s correlation analysis was appliedetermine the relationship between variables.
Linear regression analysis with the Stepwise methiad used to test the hypothesized relationship
influences.

Results and Discussion

The analysis of personal characteristics on tha daltected reveals the predominance of males
(68%), youth (22% below 25 years old and 34% betv&&®and 30 years), unmarried (61%) and with
no dependents (73%). The educational level is (@8 with a college degree and 19% with
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incomplete university education). Most participa(5%) work in Salvador, 15% in Sao Paulo, and
the remainder in other locations. Distribution bydre is balanced, with 58.63% of employees having
up to two years tenure in the organization. Indiaild who do not exercise executive functions (85%)
are predominant in the sample collected.

The affective commitment average was higher than éhtrenchment’s. The bureaucratic
arrangements dimension showed the highest avelagealso presented the greatest variation.
Perceptions of the HRM practices (direct or compaza displayed middle levels, considering a scale
of six. Table 4 below shows that training and depeient is the most appreciated type of HRM
practice in the organization, since it has the égglaverage with the lowest standard deviation.

Table 4

Descriptive Statistics

Variable N Minimun Maximun Average  Std. Dev.
Affective Organizational Commitment 307 1.00 6.00 4.18 .88
Organizational Entrenchment 307 1.00 4.47 2.50 .69
Entrench — Bureaucratic Arrangements 307 1.00 5.80 3.00 .98
Entrench — Social Position Adjustments 307 1.00 5.00 2.44 .86
Entrench — Lack of Alternatives 307 1.00 4.43 2.17 .81
Direct Perception of HRM Practices 258 1.00 5.67 3.36 .98
Comparative  Perception of HRI 307 1.00 6.00 3.60 .88
Practices

Perception of HRM practice by type

Training & Developement 258 1.00 5.90 3.86 .96
Compensation & Benefits 308 1.00 5.83 3.35 .99
Job Stability 307 1.00 6.00 3.29 1.19

All scales applied demonstrated at least goodhiéitialevels as shown in Table 5. The highest
confidence index was obtained for the organizatiaffactive commitment scale proposed by Bastos,
Medeiroset al. (2008). This index was 0.88 in the original work.

Table 5

Scale Reliability

Alpha

Scale Cronbach N Reliability Qty Items
Affective Organizational Commitment .904 306 Excl 10
Organizational Entrenchment .864 307 Very Good 17
Direct Perception of HRM Practices .835 258 Verypo&o 08
Comparative Perception of HRM Practices .813 306 ery\Good 07
Perception of HRM practice by type
Training & Developement .856 258 Very Good 07
Compensation & Benefits .804 308 Very Good 05
Job Stability .763 307 Good 03
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Relationships between Perceptions of HRM Practice§ommitment and Entrenchment

Relationships between the variables studied wadtialip identified. The results obtained are
presented in Table 6. Affective commitment coredastrongly and positively with perceptions of
HRM practices. Entrenchment is also positively teslawith the studied perceptions, but in a weaker
magnitude than commitment. So, it can be said itiditviduals respond positively to the practices
studied, since the better their perception aboemththe greater their organizational linkage -
commitment or entrenchment. It seems natural tokthhat individuals develop linkages to the
organization according to their perceptions of fractices that shape their professional context.
However, when examining the relationship by typeptdctice, it was found that the practices of
training and development do not relate to orgarmmat entrenchment. These practices are more
related to organizational values and indicate tfenption of conditions for the development of the
individual and his/her career in the organizationif the market). It is noteworthy that this typle
practice showed the strongest correlation withctiffe commitment.

Table 6

Correlations between Commitment, Entrenchment and Brceptions of HRM Practices

(n=307) Commitment Entrenchment
By dimension

Direct Perception of HRM Practices .518(*) .143(%)
Comparative Perception of HRM Practices S575(*%) 192(**)
By practice type

Training & Developement .583(*) .076
Compensation & Benefits .397(*) .238(*)
Job Stability 465(*) .138(*)

Note. ** Sig= Correlation relevant at 0.01 level; * Sigorrelation relevant at 0.05 level.

In order to generate more empirical knowledge aborganizational entrenchment, the
relationships between the entrenchments dimensamd perceptions of HRM practices were
analyzed. The results presented in Table 7 showthigarelationship entrenchment has with such
practices is given by the two dimensions bureaiccetangements, which refers to financial gains
and losses, and social position adjustments. Tladioeship between Compensation and Benefits
practices and Bureaucratic Arrangements was tlagdst found. This finding is consistent with the
warnings given by McElroy (2001b) and Sethi andg{998) about the care that should be taken
with certain practices in order to avoid unwantédas.

Table 7

Correlations between Entrenchment Dimensions and Peeptions of HRM Practices

Bureaucratic

(n=307) Lack Alternatives Arrangemts, Social Position Ad;.
Direct Perception of HRM Practices .012 .190(**) .158(*)
Comparative Perception of HRM Practic .044 .198(**) 241 (*%)

By practice type

Training & Developement -.060 .074 .198(**)
Compensation & Benefits .055 .349(**) .182(*)

Job Stability .095 .185(**) A67(*%)

Note. ** Sig= Correlation relevant at 0.01 level; * Sigorrelation relevant at 0.05 level.
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The social position adjustments dimension congi$tinvestments for adaptation and good
performance in the organization and presentedrafisignt relationship with perception of practices.
The same applies to bureaucratic arrangementspexdeen related to HRM practices that address
training and development. The perceptions of HRMcpeces did not correlate with the lack of
alternatives dimension. This finding deserves niovestigation in future studies because, as stated
Rodrigues (2009), the limitation of job alternavmaintains avicious circle with the other two
dimensions. That is, although one cannot charaeteii with an antecedent or consequent of
entrenchment, it might be a separate constructctiva¢lates with them.

The correlations between perceptions by practipe tyere also analyzed. Consistent with the
prospect of a HRM practices system, positive agthlizisignificant correlations were found between
the practices focused on in this study. Job stglstiowed a correlation with training & development
of .598 and with compensation & benefits of .60Be Tatter also presented a .521 correlation with
training & development. This implies that thesecpicees do not operate in isolatiore., there are
links between the practices for job stability, niag and development (training, career opportusiitie
promotions), and compensation and benefits. Sonwithne perception of a practice changes, there is a
tendency to change the perception of others. Fumitve, the correlation between direct and
comparative perspectives attests to overlap,vaast.0794.

The test of the hypothesized model showed thatepéon of the HRM practices is indeed an
antecedent of the two linkages studied as illustrab Figure 2. From the relationships found, it is
possible to infer that both commitment and entremafit are influenced by the perception individuals
have about HRM practices. This relationship is m&irengly linked to affective commitment than to
entrenchment. Thus, Hypothesis 1 is confirmed.

Antecedents
o
x
@
2 F= 58,441
g 2= 315
= R*=. Affective
g Direct =.000 Commitment to
£ Perception of B=,236 the Organization
HRM Practices (AC)
(DP)
Comparative F;_6,645
Perception of =,355 R?=.025
HRM Practices p=.011 Organizational
(CP) ------------------------------------- > Entrenchment
g5 B=,159 (OF)
E >®
A
"
INDIVIDUAL ORGANIZATION

Figure 2. Tested Model.

Hypothesis 2, however, was not proven, even thaitgh very low level (=0.025,p=.159),
perceptions of HRM practices were also found asaattent of entrenchment. It can be argued that
this result is not relevant enough to negate hygmith2. However, one cannot disregard such
evidence. Thus, further studies are needed to figats this relationship. After all, this resulvem at
a low-level, confirms the warnings several authmge made about how some HRM practices have
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unwanted effects, such as strengthening other wpeswanted bonds (Guest, 1992; McElroy, 2001b;
Meyer & Herscovitch, 2001; Morrow, 2011; Sethi &g, 1998).

The analysis of perception dimensions about HRMctpres reveals that the comparative
perspective has a stronger influence on linkagas the direct one. The direct perception showed no
influence over entrenchment. This finding leadshi® conclusion that the analysis individuals do to
check the balance of what they receive from themimation é.g, salary and benefits) compared to
what they give to itd.g, time and skills) to perceive the advantage ofaiamg in the organization
and the potential losses they would suffer by legyvidescribed as the basis for continuance
commitment according to Whitener and Walz (1998%arried out in a comparative fashion.

In order to further investigate, we performed ags@alyf what types of practices contribute more
strongly to commitment and entrenchment, as ilstt in Figure 3.

Antecedents
o
x
[
>
£
N Perception of
> —
g Training & B=,489
2 Development
Practices F=70,229
R?=.356 Affective
=.000 | Commitment to
the Organization
(AC)
Perception of [3: ,158
Job Stability
Practices
F=9,812
. R2=.037
Peroepnon.of [3: ,193 p=.002 Organizational
- Compensation | . .l s s e rannnnnnnnanannn » Entrenchment
€0 &Benefits
> o ) (CE)
2 Practices
m
—
INDIVIDUAL ORGANIZATION

Figure 3. Model by HRM Practice Type.

Training and Development and Stability represemlt kind of practice that fits better in the
results desired by managers for HRM practices. Thigngly influence commitment without
enhancing entrenchment. The relationship betweaming and commitment has been amply
documented in commitment literature, following teeample of Meyeret al (1991, 2001), who
asserted that commitment, both affective and nawais positively related to training. According t
Fiorito et al. (2007), practical training implies career oppoities. Thus, based on human capital
theory, employees perceive investment in theiningi as symbols of continuity in their jobs and in
higher compensation. So they value training initeg for the implicit safety and future
improvements, and this makes them more committed.

On the other hand, Compensation and Benefits pegctinly affected entrenchment on a small
scale. That is, the perception of higher wagesmamig: benefits increases an individual’s perception
the losses that would have to leave the organizatile it does not contribute to the improvemeit
their alignment with organizational objectives armlues. While the strength of this result is not
overwhelming, it is consistent with the theory sifle-bets proposed by Becker (1960), which
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underlies the concept of entrenchment. Therefdtieowgh the result was not statistically signifitan
the hypothesis was not validated because it isistem$ with the theoretical background. This result
suggests that while organizations must possess atitimp compensation schemes, affective
commitment is not obtained in an instrumental way,suggested by Sethi and King (1998), even
though Fioritoet al (2007), argue that compensation & benefits pcastimay affect both affective
and continuance linkages. For these authors, athbenefits have instrumental value for employees,
these benefits also indicate that the organizatmnes them. However, in their study this type of
practices did not help to increase organizationatrmitment.

Concluding Remarks

During the last decades, numerous studies have teea with the aim of identifying and
clarifying the linkages that connect individualsdaarganizations. These studies are justified in
considering these linkages as predictors of behaviglevant to the organizational context, such as
absenteeism, turnover, and performance, as weaheaseed to identify the foundations of behavior
patterns desired by organizations (Cohen, 2008vidus research has concluded that HRM practices
may play an important role in the development afhslinkages even though their implementation
should be carefully carried out in order to avomdesired outcomes. According to the authors,
commitment can become a competitive advantageroipgrly managed (McElroy, 2001b; Pfeffer,
1998).

According to Meyer and Allen (1997) and Arthur (#99the most important thing is to
understand and implement a complete set of practizea system of HRM practices, and not think of
them as isolated practices. Arthur (1994) adds #mtHRM system is strategic to organizations.
Consistent with this approach, the present studg ot address the perception of individual prastic
but of subsets. The perceptions were captured fremperspectives — direct and comparative - in
order to better ascertain their influence overlthikages studied. Meyer and Smith (2000) found no
relationship between HRM practice and continuarmarnitment. Would they have found a different
result if a comparative approach was used as W#li® is an investigation to be carried out in other
studies as Morrow (2011) also reported strikinguiteswith only training as an antecedent of
commitment. The results found in this paper alsotpout Training & Development practices as the
most predominant type of practice for fostering oatment.

Arthur (1994) differentiates practices aimed at tomhing from those geared to foster
organizational commitment. The former are intentbeceduce workforce size and increase efficiency,
forcing workers to obey rules and procedures, asidgurewards based on measurable products.
Practices oriented on organizational commitmenk seenodel attitudes and behaviors that strengthen
the psychological bond between workers and orgtiaiza objectives. Training and Development
practices are included in this set, as the redufts0.356, 3=.489) found here prove they are
antecedents of affective commitment to an orgaiozat

The findings reported delineate relationships betwklRM practices and linkages with the
organization, reaching this paper’'s objective oéniifying such. Practices aimed at symbolic
exchanges, which concern preparation and growthdifiduals, recognition, and affiliation with the
organization are practices that have a strong ipesibfluence on affective commitment in the
organization studied. Practices of a more instruademature showed a very weak influence over
entrenchment. Thus organizations should invest RMHpractices, as they constitute factors that
strengthen linkages between a company and its gegso

Despite the interesting findings, several limitaicchould be considered. This paper focused on
a set of practices that could be expanded, andlsangb organizations with different professional
profiles should be analyzed, since the presentysgidestricted to a limited set of practices andht
particular line of business. Future studies shofudher investigate the relationship between
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entrenchment and Compensation & Benefits practitésreover, the relationship between these
practices and the Lack of Alternatives dimensionusth also be subject to other studies. Another
limitation refers to the profile of the respondentso have a high level of education and practically
belong to a single professional category. Thusathiity to generalize is limited. The results nizgy
influenced by nonresponse bias and volunteer ldgsgecially since the data collection was done
through the internet. In addition, the present wt(gimilar to most of the research in this area¥ wa
based on single methods. Future research shoukttdata from multiple sources through multiple
methods, including structured interviews, compaegords, and observation. Even with these
limitations, this study contributes to the knowledgf how to manage people within organizations,
identifying practices that help make them committed entrenched, shedding some light onto the
question of whether commitment can be managed.
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