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Abstract

Purpose – Is it possible to consider organizational entrenchment (OE) and continued commitment (CC) as the
same phenomenon? Are there enough differences between CC and affective commitment (AC) to defend that
they cannot be part of the same construct? The objective of this study was to examine the convergence of
validated measures between OE and CC and their discrimination to AC. The authors’ aim was to compare two
models of antecedents and their consequences: themodel that includesOE andAC, and the one that includes CC
and AC.
Design/methodology/approach –An extensive cross-sectional studywas conducted with a sample of 1,648
respondents (the majority lived in the Northeast region of Brazil, worked in private services companies, were
female, single, under 35 years old, had, at least, begun college studies and received up to five times theminimum
wage). A six-point Likert scale was used in this study. To measure OE, CC and AC, the authors used reduced
versions of validated measures. To test the hypotheses, first, the authors used Pearson’s correlation analysis
and then, structural equationmodeling, comparing twomodels of antecedents and consequences (one including
OE and AC, and the other, including CC and AC).
Findings – As expected, affective commitment had a positive impact on the desired behavior (intention for
commitment, defense, staying), whereas entrenchment and continuance commitment had a negative or non-
significant impact on these behaviors. Results show the existence of a conceptual and empirical overlap
between organizational entrenchment and continuance commitment and indicate that the continuance
dimension is not part of commitment but rather part of organizational entrenchment.
Research limitations/implications – The fact that this is a cross-sectional study sets a limitation on the
results, for not allowing greater understanding of the dynamics and the causal direction of relationships.
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Additionally, it follows the trend of studies in the organizational behavior field of utilizing self-reported data,
which results in problems related to perceptual bias (Morrow, 2011).
Practical implications – The practical implications of this study regard a greater clarification on which
behaviors are expected from either committed and entrenched workers, and which drivers may lead to each of
these bonds. Therefore, a better understanding of the phenomenon contributes to the training of managers and
to the design of organizational policies and practices.
Social implications – The clarity of bonds also allows its application to different contexts beyond business
organizations, as a step to reach better understanding of commitment and entrenchment in different settings,
economical and national realities.
Originality/value – It is expected that these findings add a higher precision to the research on commitment,
thus contributing to the validity of the measures. Given these results and confirmation that OE and CC
represent the same bond, it is considered appropriate to designate this type of bond simply as OE. Additionally,
the results of this study represent a further argument in favor of prioritizing the AC than CC in research and in
management of organizational commitment.

Keywords Organizational commitment, Organizational entrenchment, Continuance commitment

Paper type Research paper

1. Introduction
When joining an organization, the worker enters a complex environment, consisting of
technical and social structures. Even though the organization may be considered a socially
constructed system and constantly changing, it can also take on the role of an entity to which
theworker relates. This relationship can be volitional, reflecting dedication and responsibility
to the organization (Klein, Molloy&Brinsfield, 2012). On the other hand, the worker may also
notice that there are advantages in continuing the relationship with the organization and that
there would be disadvantages to break it. Permanence, when it occurs, may reflect necessity
and can be the result of the investments accumulated in one’s experience with the
organization, in addition to the evaluation of costs and benefits of staying (Rodrigues &
Bastos, 2011b).

These two forms of bond have always been treated as different types, despite the fact that
for a long time they have been considered dimensions of the three-component model (TCM) of
organizational commitment (Meyer & Allen, 1991). New studies have suggested that
organizational commitment (OC) should be assessed as a one-dimensional construct (Klein,
Cooper, Molloy & Swanson, 2014). Other scholars have suggested the demarcation between
these two types, for the purpose of assigning them to different conceptual bodies (Klein &
Park, 2016, Cooper-Hakim & Viswesvaran, 2005, Solinger, Olffen & Roe, 2008). To support
this separation, we argue that the first bond, long known as affective commitment (AC), is the
essence of OC, which should be, in turn, considered a one-dimensional construct. We also
argue that the second type of bond, called continuance commitment (CC), becomes part of a
construct that explains the permanence of the worker through necessity: organizational
entrenchment (OE). This bond refers to the set of investments and arrangements made by the
individual in the organization that, if not available in other employment alternatives, could
force the individual to stay with the organization.

Rodrigues, Bastos & Moscon (2019) managed to gather theoretical arguments and
empirical evidence to support that OE and the CC represent the same psychosocial
phenomenon. In a recent handbook organized by Meyer (2016), both possibilities (uni or
multi-dimensional commitment) are discussed (Allen, 2016; Klein & Park, 2016), as the
research on commitment has been experiencing a transition moment on its
conceptualization.

To gather arguments in defense of this restructuring, it is essential to first investigate the
convergence of validated measures of CC and OE, as a way of demonstrating the existence of
a single phenomenon that until now has been given two denominations. Second, one should
evaluate whether, in fact, this phenomenon sufficiently differs from AC, to the point of being
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considered a distinct construct. In the present study, we tested the convergent and
discriminant validity of these bonds, by comparing models that incorporate some of its main
antecedents and outcomes: perception of employability, human resources management
practices and behavioral intentions. The discussion about the relationships between such
phenomena and the constructs investigated in this paper will be further explored in the
section dedicated to formulating the research hypotheses.

Next, we begin with a brief discussion on conceptual problems with commitment. We
present arguments that support the search for empirical evidence toward a greater
delineation of OC, with the removal of its continuance basis. We then recover some
preliminary evidence of overlap between CC and OE, and present the approach to validity
used for the convergence and divergence tests. Finally, we present the variables of themodels
to be tested and the hypotheses of the study.

The research contributes to the literature on OC and demonstrates why CC cannot be part
of the OC construct. The practical contribution is to allow managers in a more appropriate
way to identify the dynamics of employee ties with organizations.

1.1 Why shouldn’t CC be considered part of the commitment construct?
Over the years, the expansion of the multidimensionality of commitment contributed to what
Osigweh (1989) called “concept stretching”: what initially seems a gain in terms of extension
results in less precise concepts. Rodrigues & Carvalho-Freitas (2016) also point to overlaps
and ambiguities of the commitment concept due to extensions and borrowing processes. To
minimize this stretching, Osigweh (1989) proposes that definitions be stated about what the
construct is not, thus seeking to arrive at a definition of its boundaries, to a central essence,
which has a higher level of abstraction and a wider range of applications.

We argue that commitment does not include the CC based on three main arguments:

(1) This component explains the employee’s permanence, a criterion that guided the first
commitment studies (Rodrigues & Bastos, 2010; Klein, Molloy & Brinsfield, 2012) but
that does not consider all the behaviors expected of the committed employee;

(2) The measures developed to assess the CC still present limits. Studies conducted in
various countries consistently reveal lower internal consistency levels (Solinger,
Olffen & Roe, 2008, Cooper-Hakim & Viswesvaran, 2005). Moreover, since the study
by McGee & Ford (1987), the debate remains about the factor structure of the
measure, originally composed of two dimensions, “high personal sacrifice” and “low
alternatives.”Different authors argue that “low alternatives” is an antecedent and not
part of OC (Jaros, 1997; Ko, Price & Mueller, 1997);

(3) Unlike what is observed for the affective and normative bases, the CC does not relate
to desirable results. Solinger, Olffen & Roe (2008) gathered evidence that the affective
dimension presents more significant relationships with desirable behaviors, such as
job performance and organizational citizenship behaviors, and predicts a wider range
of positive consequences for the organization and its employees. In contrast, the
undesirable results of the continuance dimension, such as absenteeism, neglect and
intention to leave, have led some authors (Meyer & Herscovitch, 2001, Sethi & King,
1998) to discourage its development.

Based on these arguments, we formulate some thoughts toward a clearer delineation of the
commitment construct: Is it possible that, in a single construct, there are factors that are
positively related to the desired variables, and a factor that is negatively related to the same
variables? If the CC presents negative relationshipswith desirable variables and positive ones
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with undesirable variables, how can its stimulus possibly contribute to greater OC? Is it
coherent to treat as commitment a factor that should be avoided?

It seems that the CC would be relevant only if OC was taken strictly as a predictor of the
worker staying in the organization. Meyer, Stanley, Herscovitch, and Topolnytsky (2002)
state that, although CC presents a non-existent or even negative correlation with desirable
behaviors at work, interest in its development should be encouraged in order to avoid it, in the
attempt to increase AC. On the other hand, studies focusing on career indicate a strong
correlation between CC and entrenchment. The initial theoretical and empirical evidence
broaden the argument that the CC does not comprise commitment, but OE, as we discuss in
the next section.

1.2 Prior evidence of overlap between CC and OE
Over the past decade, the literature has gathered works that contrasted commitment and
entrenchment bonds, initiallywith a focus on career. Carson, Carson&Bedeian (1995) defined
career entrenchment as the tendency to remain in a profession due to investments, the search
for psychological preservation and perception of few career alternatives. Blau (2001a, b)
noted that entrenchment had a theoretical basis and conceptual framework similar to the
continuance dimension of the three-dimensional model of commitment defined by Meyer,
Allen & Smith (1993). From this insight, Blau & Holladay (2006), and Blau (2009) conducted
studies to examine the overlap between the types of bonds, under the assumption that
entrenchment should be considered a dimension for career commitment.

In the organizational focus, studies of overlap between these two bonds are still
preliminary. They started after Rodrigues & Bastos (2012) presented the concept of OE and
validated its measure. Rodrigues & Bastos (2011a) defined OE as the tendency of workers to
remain in the organization due to three factors: (1) Individual adjustment to social position,
which are the investments of the individual and the organization in the adaptive process and
in the conditions necessary for proper performance of the activities; (2) Impersonal
bureaucratic arrangements, representing stability and financial gains which would be lost if
the worker left the organization; (3) Low alternatives: the individual’s perception that there
are no other opportunities, either through market constraints or through beliefs that his/her
professional profile would not be accepted by other organizations.

The measure of CC has been the subject of discussions related to the relevance of the “low
alternatives” dimension, also present on the scale of OE. Regardless of its factor structure, the
results indicate high correlations between both constructs (Rodrigues & Bastos, 2011b).

Figure 1 summarizes the main evidence that OE and CC represent the same phenomenon:
(1) both are based on Becker’s (1960) theory; (2) they present similar sub-dimensions; (3) they
represent an individual’s attitude toward a behavior (in this case, to remain in the
organization), forming a material bond and staying out of necessity; (4) both show positive
correlations between them (Carson, Carson & Bedeian, 1995; Blau, 2001a) and negative
correlations with variables such as performance (Cooper-Hakim & Viswesvaran, 2005;
Scheible, Bastos & Rodrigues, 2013), considered desirable behaviors for a worker.

We sought to investigate the validity of measures of OE and CC, to assess their
convergence to one another, and their discrimination related to AC. The number of studies on
OE have been growing in Brazil (Rodrigues, Bastos & Moscon, 2019; Silva, Tomazzoni &
Costa, 2018; Milhome, Rowe & Santos, 2018; Souza, Aguiar & Carneiro, 2018), mostly related
to its overlap with CC, but less on its nomological network. Therefore, we also seek, with this
work, to conduct analyses that enable the empirical development of this theoretical model.

2. Models and hypotheses
Figure 2 presents two models tested in this study. Our purpose was to compare the
nomological networks established by both types of bonds, with other variables, as a strategy
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for testing the convergent validation between CC and OE, and to analyze the discriminant
validation between these two and AC. We then tested and compared these two models of
antecedents and consequences: the model that includes OE and AC, and the model that
includes CC and AC. The following sections explain the variables included in the models and
the rationale that supports the hypotheses.

2.1 Perception of employability
Rothwell & Arnold (2007) observed that there is some consensus that employability depends
on individual attributes, factors internal to the organization, and labor market variables.
After a review of the concepts discussed by different researchers, they define employability
as the ability that the individual has to keep a job or get a desired job. To this end, individual
characteristics such as knowledge, skills, ability to learn, and knowledge of the profession,
resilience and self-efficacy are needed. In addition, factors internal to the organization offer
the employee opportunities for better positions at work. Also, external factors, such as
economic conditions and the labor market, expand or limit one’s future employment
prospects. A variety of predictors of perceived employability led Rothwell &Arnold (2007) to
emphasize the importance of differentiating, in research studies, those originated internally
from those originating outside the organization.

De Cuyper & De Witte (2011) included the “internal versus external” dyad and added
“quality versus quantity” opportunities, in preparing the model of perceived employability.
The increase in internal employability in the organization, which refers to the traditional
career, depends on both the investments made by the employee and those made by the
employer in terms of training, networking, personnel costs, among others. The employee
may interpret these investments as a sign that the organization has a long-term interest in
his/her stay and thus feels the obligation to reciprocate. According to De Cuyper & DeWitte
(2011), mechanisms of compensation in this case could involve loyalty, AC and better
performance.

FOCUS ON CAREER
Tendency of an individual to
remain in his/her profession
due to the investments made,
the emo�onal costs of change,
and the percep�on of limited
alterna�ves outside his/her
area of exper�se.

(Carson et al., 1995) 

FOCUS ON 
ORGANIZATION
Tendency of the worker to 
remain in the organization due
to possible loss of investments
and costs associated with 
his/her leaving, and the
perception of limited
alternatives outside that
organization
(Rodrigues & Bastos, 2011a)

Theore�cal basis
Side Bets

Becker (1960)
Entrenchment

FOCUS ON CAREER
Individuals with strong

con�nuance commitment are 
aware of the costs associated

to leaving the occupa�on. They 
tend not to get involved with

ac�vi�es which are extra to
those necessary for his/her 

permanence in the career
(Meyer et al., 1993)

FOCUS ON 
ORGANIZATION

Refers to the awareness of the 
costs associated with leaving
the organization. Employees

whose bond with the 
organization is based on the

continuance commitment
remain because it is necessary.

(Meyer & Allen, 1991)

Continuance
Commitment

A�tude toward a behavior
To stay (Solinger et al., 2008)

Posi�ve correla�ons with each other
(Carson et al., 1995, Scheible et al., 2013)
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Summary of evidence
OE and CC represent

the same phenomenon
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On the other hand, they claim that the investment in development may be interpreted as
increased responsibility, or the employee may ignore that the increase in external
employability is due in part to these investments. In this case, as the perception of
external employability increases, the employee may extend the intention to leave the
organization for other opportunities evaluated as qualitatively better than the current one.
Based on this reflection, De Cuyper &DeWitte (2011) expected that the perception of internal
employability would present a positive relationship with AC, as was indeed observed. They
also expected that the perception of external employability would have a negative impact on
commitment, although this hypothesis was only partially confirmed: when mediated by the
perception of higher quality of external employability, the relationship between perceived
employability and external AC was negative, but when evaluated directly, this relationship
was positive.

One possible explanation for these results is that the perception of employability
positively impacts on AC when an employee perceives positive prospects for his/her
development in the organization. In this case, the worker stays, if that opportunity is
evaluated as the best one, even if there is another available. Regarding the perception of
external employability, the same way that higher quantity and quality of opportunities can
lead the employee to leave the organization, a narrower external employability perception
may cause the employee to stay because of a lack of alternatives, thus increasing the
individual’s instrumental bond, in this case, OE. Meyer & Allen (1997) predicted that
relationship when they said that the perception of available alternatives would impact
negatively on CC. Thus, it is not the perception of greater external employability which
necessarily reduces commitment, but the perception of lower employability which increases
the entrenchment. This reflection leads to the first hypothesis:

H1. The perception of employability has a negative impact on OE and CC, and a positive
impact on AC.

In this work, we assess employability using items constructed tomeasure themarket value of
the professional profile and job stability. Therefore, the dimensions of De Cuyper & DeWitte
(2011) were not directly assessed but were considered by the items’ content.

2.2 Policies and personnel management practices
Despite the advances in research on antecedents and consequences, in the OC literature there
are proportionately less studies on the impact of human resources management practices on
the bonds between the individual and the organization (Meyer & Allen, 1997). This trend
leads to increased speculation about which practices generate commitment and thus, as
stated by Morrow (2011), to a policy framework used by organizations with few substantive
strategies.

Meyer &Allen (1997), Morrow (2011), Wright & Kehoe (2008) emphasize the management
of psychological bonds. An emphasis on AC is visible, since this is the type of commitment
most desired by organizations. Thus there is concern toward identifying practices that
encourage AC without necessarily increasing the CC of the worker. Still, there are no
conclusive results about the impact of human resources management practices, nor is there
any consensus about its effects on the types of bonds between the individual and the
organization.

Morrow (2011) reviewed longitudinal research related to management of commitment and
concluded that human resources management practices have a limited role in the
development of bonds. One possible explanation for this is that personnel management
practices are conditioned to how they are perceived by employees (Meyer & Allen, 1997;
Fiorito, Bozeman, Young & Meurs, 2007; Wright & Kehoe, 2008). Practices interpreted as
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amplifying the costs of leaving the organization will contribute to an increase in the
instrumental bond, whereas practices interpreted as evidence of organizational support will
tend to strengthen the emotional bond. Consider, for instance, training and development
(T&D) practices, since workers may perceive them as indicators of their valuation by the
organization or as instruments for enhancing non-transferable skills and knowledge (Meyer
& Allen, 1997). These interpretations circulate between the poles of valuation versus
accumulated costs, which are, respectively, predictors of AC and CC.

Wright & Kehoe (2008) argue that T&D practices both increase the perception of
employees that the organization values their current and future contributions, as well as
increase their perceived employability. Consequently, these practices will have a positive
impact on AC and present a null or negative relationship with CC.

Scheible & Bastos (2013) examined the impact of human resource management practices
on OC and OE. They noted that T&D practices do not relate to OE but have positive
relationships with AC. Furthermore, they strongly influence AC without potentiating OE.
These findings and reflections led to the second hypothesis of this study:

H2. Professional development practices have a greater positive impact on AC than on CC
and OE.

Regarding remuneration practices, Wright & Kehoe (2008) also predict variation in
experiences and interpretations. Once compensation is evaluated positively, the worker
may perceive a restriction on alternatives in the market that offer the same financial
return. The employee may also feel grateful to the organization for a highly rated salary or
perceive fairness in the compatibility between performance and financial reward (Fiorito,
Bozeman, Young & Meurs, 2007). The reviews conducted by Morrow (2011) point to the
growth of AC due to compensation practices, as long as workers value greater
individualism, autonomy or are heavily involved with projects currently in development
(Workman & Bommer, 2004).

Upon analyzing correlations between the types of bonds with the organization and
compensation and benefits practices, Scheible & Bastos (2013) found a positive relationship
with AC, and in lower intensity with OE. Among the OE dimensions, the “impersonal
bureaucratic arrangements” component showed higher correlation, being consistent with its
definition. Despite the existing correlations with both types of bonds, when regression
analyses were applied, the authors verified that compensation and benefits practices
potentiated only OE.

The results of studies examining remuneration assume that a positive evaluation of this
variable can strengthen both types of bonds, especially the instrumental type. Thus:

H3. Remuneration practices have a greater positive impact on OE and on CC than on AC.

2.3 Behavioral intentions
Fishbein & Ajzen (1975) proposed a distinction between attitudes and behavioral intentions.
Until then, intentions were often considered as intrinsic to attitudes, though not discussed at
the conceptual level. Operationally, the models saw constant failures when trying to relate
beliefs, attitudes and behaviors.

In order to understand how attitudes can have impact on actions, Eagly & Chaiken (1998)
differentiated the attitude toward an object from the attitude toward a behavior. Whereas the
second ismore specific and directly related to the behavior in question, the first is broader and
related to a greater variety of behaviors, although it does not exert direct influence on them.
Five predictors were defined for attitude toward a behavior: habits, attitude toward an object,
and three classes of anticipated effects of this behavior (instrumental, normative and identity-
related). Regarding the results, the individual can perceive potential disadvantages arising
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from certain behaviors, which can be loss of benefits (instrumental), guilt (normative) or
impacts on the self-concept (identity).

Solinger, Olffen & Roe (2008) evaluated how Meyer & Allen’s (1991) TCM adapts to this
proposal. AC corresponds to the attitude toward an object (the organization), and CC
represents the instrumental results also reflected by the notion of side bets. The normative
component portrays normative results and self-concept, which can also generate disapproval
and feelings of guilt. These instances, in addition to habits, influence each other and influence
the attitude toward a behavior. In the model, the attitude toward the behavior and the effects
on identity generate an intention that, as a habit, can lead to action.

Taking into account this adaptation, Solinger et al. (2008) concluded that normative and
CCs are antecedents of attitudes toward a behavior or, more precisely, different classes of
consequences imagined by the individual for the case of not staying employed. Thus, they
considered it understandable that AC relates to different behaviors, such as permanence,
performance, organizational citizenship behavior, among others already verified in empirical
studies (Meyer, Stanley, Herscovitch & Topolnytsky, 2002). An attitude toward a behavior is
more restricted, since the resulting behavior (staying in the organization) is already specified.
Following this argument, they justified the results found in studies on CC, since there are few
variables with which it has significant relationships when compared to the associations
found for AC.

Even though commitment was being treated primarily as an attitude, from early on, a
strand of behavioral commitment is also present. Some examples are Becker’s (1960) side bets
theory, and the concept of commitment presented by Mowday, Porter & Steers (1982), as
being the general force of the individual’s identification and involvement with the
organization. There are three dimensions: belief and acceptance of organizational goals
and values (attitudinal component); desire to make extra effort on behalf of the organization
and desire to remain a member of the organization (behavioral components).

We have included in this study three types of behavioral intentions: intentions to defend
the organization, tomake extra effort at work (intentions to contribute) and intentions to leave
the organization. Previous studies have provided support for the following hypotheses:

H4. AC has a positive impact on intentions to contribute (defense and extra effort),
whereas OE and CC have a negative impact on these intentions;

H5. The three types of bonds generate similar negative impacts on the variable “intention
to leave the organization.”

2.4 General hypothesis
In addition to the parameters specified for the antecedents and consequences investigated,
the parameters between OE and AC and between CC and AC were added to the models. This
inclusion was based on preliminary analyses, which indicated significant relationships
between AC and other types of bonds. A parameter between professional development and
perception of employability, congruent with the theoretical discussion presented above, was
also added.

Given the issues raised, the general hypothesis of this study is:

H6. OE and CC exhibit patterns of relationship similar to the variables of the model,
which differ from the pattern established by AC.

3. Method
3.1 Data and sample
We conducted an extensive cross-sectional study, which covered a sample of 1,664 workers.
After removing outliers, the database retained 1,648 respondents. As the inclusion criteria for
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participating in the research, it was only required that the respondent was over 18 years of
age and working at the time of participation.

In order to facilitate data collection from distinct groups of workers, three strategies
were used: (1) self-administered, printed questionnaires distributed to workers with a
higher level of education, from organizations of different sizes and segments, covering
70.2% of the sample; (2) digital version of the questionnaire distributed by e-mail, also
available through the link generated by SurveyMonkey, which is a tool for construction of
questionnaires on the Internet, accounting for 8.3% of respondents; (3) Finally, interviews
with workers having a lower level of education, supported by visual aids to enable better
understanding of the questions, totaling 21.6% of the participants. All participants had
access to the general objectives and informed consent of the research, including the
guarantee of the confidentiality of responses and the possibility of discontinuing
participation at any time.

Of the total participants, 61.1% lived in the Northeast, and 30.5% lived in the Southeast
region of Brazil. The majority (76.7%) worked in private companies, working mainly in
services (46.5%) and industry (11.6%). Just over half of the participants were female (57.1%),
single (50.8%) and under 35 years old (64.5%). Regarding education, the majority had, at
least, begun college studies (45.6%). As to monthly income, 48.5% received up to five times
the minimum wage (approximately US$326.75). The data generally showed small deviations
from normality.

3.2 Measures
The measures and their reliability indicators are described below. We used a six-point Likert
scale for all the measures, ranging from 1 (strongly disagree) to 6 (strongly agree). Due to the
lack of previous measures to assess some of the variables (e.g. “Human resources
management practices” and “Perceived employability”, some of the items were specified in
this study. We have conducted exploratory and confirmatory analyzes before hypotheses
testing. The alphas are also shown below.

3.2.1 Organizational entrenchment. We used the reduced version of the Rodrigues and
Bastos OE measure (Rodrigues & Bastos, 2012), with three dimensions: Individual
adjustment to social positions (6 items)–Sample item: “If had to work at another company,
I would be throwing away all the efforts I made to get where I am in this company” (α5 0.78,
average inter-item correlation of 0.37, and item-total correlations above 0.45); Impersonal
bureaucratic arrangements (6 items)–Sample item: “To leave this organization now would
result in financial losses” (α 5 0.76, average inter-item correlation of 0.35, and item-total
correlations above 0.44); Low alternatives (6 items)–Sample item: “I think I would have few
employment alternatives if I left this organization” (α5 0.75, average inter-item correlation of
0.33 and item-total correlations above 0.41);

3.2.2 Continuance commitment.We used the reduced version of the CCmeasure validated
by Bastos, Pinho, Aguiar & Menezes (2011) for the Brazilian context (5 items)–Sample item:
“Leaving this organization now would require considerable personal sacrifices” (α 5 0.71,
average inter-item correlation of 0.34 and item-total correlations above 0.39);

3.2.3 Affective commitment.We used the reduced version of the AC measure validated by
Bastos et al. (2011) for the Brazilian context (7 items)–Sample item: “I thinkmy values are very
similar to the values defended by the organization where I work” (α5 0.86, an average inter-
item correlation of 0.46 and item-total correlations above 0.58).

3.2.4 Perceived employability. We assessed the perception of employability using items
constructed tomeasure two dimensions: Valorization of professional profile (5 items)–Sample
item: “I feel that I have knowledge and skills important for the labor market” (α 5 0.74,
average inter-item correlation of 0.37 and item-total correlations above 0.46); Job security
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(4 items)–Sample item: “I do not feel threatened to lose this job” (α5 0.75, average inter-item
correlation of 0.42 and item-total correlations above 0.50).

3.2.5 Human resources management practices.We elaborated seven items for measuring
two groups of perceived HRM practices: Professional development and career practices (4
items)–Sample item: “There are opportunities for career growth and professional progress in
this organization” (α5 0.78, average inter-item correlation of 0.47 and item-total correlations
above 0.55); Remuneration practices (3 items)– Sample item: “Considering my professional
qualifications, I receive adequate remuneration” (α 5 0.79, average inter-item correlation of
0.55 and item-total correlations above 0,61).

3.2.6 Behavioral intentions. Adapted version of the measures validated by Menezes &
Bastos (2010). Intentions to leave the organization, 4 items (α 5 0.78, average inter-item
correlation of 0.47, item-total correlations above 0.58). Sample item: “I would accept the
proposal for another job, if it offered the opportunity for growth within the new company”;
Intentions to contribute, 9 items divided into two sub-dimensions: Intention to defend, 5 items
(α 5 0.85, average inter-item correlation of 0.53 and item-total correlations above 0.63).
Sample item: “I would defend the organization regarding criticisms from people who are not
part of it”; Intentions toward extra effort, 4 items (α5 0.77, average inter-item correlation of
0.45 and item-total correlations above 0.50)–“I would broaden my workload if it was
important for improving the performance of the organization.”

4. Results
First, we used Pearson’s correlation analysis to examine the relationships between the
variables. Then we used structural equation modeling for testing measurement and
structural models. As the method of estimation, we used maximum likelihood (ML). Hair,
Anderson, Tatham & Black (2005) also suggest that the cutoff of index values takes into
account the complexity of the model and the sample size. Thus, the cutoff expected for
evaluated fit indices in this study follows the guidelines for models with more than 30
observable variables and more than 250 sample cases. We used normed fit index (NFI) and
comparative fit index (CFI), Goodness of Fit Index (GFI) and Adjusted Goodness of Fit
Index (AGFI), Resting metabolic rate (RMR), Root mean square error of approximation
(RMSEA) and χ2, which can display significant p-values for the size of our sample. Parsimony
goodness-of-fit index (PGFI) was analyzed for comparison of structural models.

4.1 Descriptive statistics and correlations between variables
Table 1 shows descriptive statistics and Pearson correlations for all variables. All the
organizational linkages were correlated with one another, but the relationship between OE
and CCwas stronger than those existing between AC and these two bonds. High and positive
correlations between AC and the variables investigated were found. The exceptions were for
intent to leave the organization, with which AC presented a moderate and negative
relationship, and the perception of low alternatives, with which it had no significant
relationship. OE and CC showed weak or moderate relationships with these variables.

Regarding the perception of employability, OE showed a weak and opposite relationship
to that shown by AC. CC was not significantly related to this variable. When analyzing the
dimensions of OE, a strong negative relationship of low alternatives with perceived
employability was noticed.

AC showed strong and positive relationships with the human resources management
practices investigated. Relationships between CC and OE with these practices, although
weaker, were also positive. The individual adjustment to social positions dimension stood
out for demonstrating a moderate relationship with professional development. Low
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alternatives, in turn, stood out by not showing a significant relationship with any of the
practices.

The three types of bonds studied correlated positively with the intention toward extra
effort and defense. AC showed strong positive relationships. CC and OE showed moderate or
weak positive relationships. There were weak correlations between the low alternatives and
intention to contribute dimensions. In the case of intention to defend, correlation was in the
direction opposite to the others.

Negative relationships were identified between behavioral intent to leave the organization
and the three types of bonds studied, although in the case of OE and CC they were weak, and
in the case of the AC, they were moderate. Regarding the dimensions of OE, only low
alternatives presented a positive relationship, albeit weak, with intent to leave the
organization.

The results shown in Table 1 also allow us to add a relevant note regarding the
characteristics of the sample studied. Generally, there are no participants with high OE or low
AC, considering the averages and standard deviations found.

4.2 Measurement models
Table 2 presents the fit indices of the measurement models used in the specification of the
structural model, considering the total sample.

The models of perceived employability and management practices presented, in an initial
test, good fit indices. Meanwhile, the inspection of modification indices pointed out the
possibility of adding parameters between the errors of two variables, job security (sub-
dimension of perceived employability) and professional development and career practices.
The modifications were identified and re-evaluated from the cross-validation with
subsamples of all respondents, in order to avoid a super adjustment of the models to the
sample.

4.3 Structural models
Table 3 presents the fit indices of the models. Model 1 tested the relationship between AC and
OE with antecedent and consequent variables. Model 2 tested the relationships between AC
and CC with the same variables.

χ2 GL RMR GFI AGFI RMSEA NFI CFI

Affective commitment 111.19** 14 0.06 0.98 0.96 0.06 0.97 0.98
Continuance commitment 13.417* 5 0.04 1.0 0.99 0.03 0.99 0.99
Organizational entrenchment 586.37** 131 0.10 0.96 0.95 0.05 0.92 0.94
Perceived employability 180.01** 25 0.06 0.98 0.96 0.06 0.95 0.96
Human resources management practices 79.13** 12 0.07 0.99 0.97 0.06 0.98 0.98
Intent to leave 3.53 2 0.02 1.0 1.0 0.02 1.0 1.0
Intent to contribute 215.68** 26 0.06 0.97 0.95 0.07 0.96 0.97

Note(s): *p < 0.001; **p < 0.05

χ2 GL GFI AGFI RMSEA RMR NFI CFI PGFI

Model 1 4703.07* 1353 0.90 0.89 0.04 0.13 0.86 0.89 0.82
Model 1 re-specified 4391.61* 1352 0.90 0.90 0.04 0.10 0.87 0.90 0.82
Model 2 2492.60* 759 0.93 0.92 0.04 0.09 0.90 0.93 0.82

Note(s): *p < 0.001

Table 2.
Fit indices of the

measurement models

Table 3.
Fit indices of the

models
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Model 1 was specified and initially tested with 132 parameters. Post hoc modification indices
indicated a significant improvement in themodel fit with the addition of a parameter between
the latent variables “perceived employability” and “low alternatives” (Modification
indices 5 265.20; Magnitude of change 5 �0,761). Considering the approximation of
significance of these variables, in addition to the high correlation coefficient found previously
(r 5 �0.31), we proceeded with the specification of this new parameter.

After respecification, both models showed good fit indices, except for the NFI for Model
1. Hair, Anderson, Tatham & Black (2005) warn that the NFI penalizes more complex
models. The results of the other indices indicate good model fit. Figures 3 and 4 show,
respectively, the standardized coefficients of models 1 and 2. ACwas positively relatedwith
OE (w 5 0.44; p < 0.001) and with CC (w 5 0.43; p < 0.001). Consistent with the previously
discussed literature (De Cuyper & De Witte, 2011), the positive impact of professional
development practices on perceived employability was observed in the two models
(γM1 5 0.34; γM2 5 0.30; p < 0.001). The parameter added to model 1 indicated a strong
negative impact of perceived employability on the low alternatives dimension of OE
(γ 5 �0.51; p < 0.001).

Perceived employability showedmoderate and positive relationshipswithAC (γM15 0.23;
γM2 5 0.21; p < 0.001), and negative relationships, though weak, with OE (γ 5 �0.15;
p < 0.001) and with CC (γ 5 �0.15; p < 0.001). Therefore, Hypothesis 1 was confirmed.

Practices for professional development showed a greater positive impact on AC
(γM1 5 0.47; γM2 5 0.48; p < 0.001) than on OE (γ 5 0.29; p < 0.001) and on CC (γ 5 0.17;
p < 0.001), as predicted by Hypothesis 2. Remuneration practices also showed positive
associations with AC (γM1 5 0.11; γM2 5 0.11; p < 0.001), OE (γ 5 0.16; p < 0.001) and CC
(γ 5 0.12; p < 0.001). Although, in fact, the coefficients were slightly higher for OE and CC
than for AC, Hypothesis 3 was partially confirmed, since the differences were not significant.

As predicted, AC had a positive impact on intent to defend (γM1 5 0.90; γM2 5 0.84;
p < 0.001) and on intent to extra effort (γM1 5 0.70; γM2 5 0.70; p < 0.001). OE had a weak
negative association with the intent to defend (γ 5 �0.14; p < 0.001), and CC did not show
significant relationship with this variable. Intent to extra effort, in turn, was not significantly
impacted by OE and CC. Thus, Hypothesis 4 was partially confirmed.

AC generated moderate and negative impact on intent to leave the organization
(γM1 5 �0.22; γM2 5 �0.23; p < 0.001). The same was not observed for the other types of
bonds, which showed no significant relationship with this variable. Thus, Hypothesis 5
was partially confirmed.

Although the results found have not confirmed all the hypotheses of the study, they
indicate the same pattern of relationships established by OE and CC, which clearly differs
from the pattern of relationships of AC. Thus, Hypothesis 6 was confirmed in this study.

5. Discussion
The confirmation of Hypothesis 6 shows that there are two types of bonds which relate
differently to the variables evaluated, one type being affective and a second type of an
instrumental nature. These results answer the questions posed earlier in this article about the
validity of measures of OE and CC. In fact, both measures assess the same construct, which
differs in the nomological network of AC. Therefore, it is not valid to say that the measure of
CCmeasures commitment when it is actually measuring another construct. Conversely, if the
same scale was used for the measurement of OE, it is correct to say that the measure is valid,
considering the theoretical and empirical aspects observed.

The best fit of model 2 compared to model 1 confirms the trends in structural equation
modeling analyses to provide the best adjustments for more parsimonious models, or with a
smaller number of variables and parameters (Ullman, 2007). Both proved to satisfactorily
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explain the variance of the data matrix from the sample, as observed by the values of the GFI
and AGFI indices. Both are well suited to the data matrix, as indicated by the results of
RMSEA and RMR, which also indicate an acceptable residual charge. The χ2, as expected,
given the characteristics of the sample, was significant. The comparative fit indices (NFI and
CFI) indicate that model 2 was satisfactorily specified, with regard to other possible
alternatives for the variables that comprise it. In the case of model 1, the CFI confirmed the
same result, even though the NFI, which tends to be lower formore complexmodels, indicates
the possibility of a better alternative.

It is possible, in the case of model 1, that the stronger relationship between AC and the
sub-dimension “individual adjustment to social positions” generates residuals, since a direct
parameter between these variables was not specified. Although there is a positive
relationship between AC and OE, similar to that established between AC and CC, the
individual adjustments to social position dimension includes a process that may involve
identification, also present in the process of AC. This possibility is consistent with the
theoretical model of OE (Rodrigues & Bastos, 2011a), which admits the possibility of an
employee being simultaneously entrenched and committed to the organization.

The strong negative impact of perceived employability on low alternatives brings into
focus the role of this dimension in the structure of OE, as pointed out by Rodrigues & Bastos
(2012). On one hand, the perception of low alternatives is a fundamental part of the process of
OE. On the other hand, the comparison with perceived employability clearly indicates an
approximation with its content, both in concept and in the operationalization of items. The
low alternatives dimension semantically approaches the valorization of professional profile
sub-dimension, as if it were a negative measure of this sub-dimension.

Additionally, correlation analyses indicated low or zero significance relationships
between low alternatives and the antecedent and consequence variables investigated, with
the exception of perceived employability. Many of these relationships differ from those
established by the dimensions individual adjustment to social positions and impersonal
bureaucratic arrangements. Rodrigues&Bastos (2012) proceededwith the content validation
of the OE scale and discussed the cyclical role of the concept of low alternatives, which can be
both intrinsically and extrinsically perceived. However, the notion of intrinsic limitations is
not present among the items measuring individual adjustment to social positions and
impersonal bureaucratic arrangements, which might have caused the detachment of the
dimension low alternatives dimension.

The results to date indicate that the measure of CC does not address the full range of
meaning of the concept of OE. The measure constructed and validated by Rodrigues &
Bastos (2012) is the one that best accesses the theoretical framework of this type of bond. Its
wider extent explains why, in general, the measure of OE presented correlation and
regression coefficients slightly higher than those observed for CC. OE also showed greater
variance explained by the antecedents of CC.

These results certainly reflect the incorporation of content via the conceptual structure of
OE, which is not included in the scale of CC. One indication of this effect concerns the
moderate correlations of human resources management practices with the individual
adjustment to social positions dimension, and, to a lesser degree, with the impersonal
bureaucratic arrangements dimension. This, in turn, is the dimension that incorporates the
content covered by the measure of CC. Given these results and confirmation that OE and CC
represent the same bond, it is considered appropriate to designate this type of bond simply
as OE.

Confirmations of Hypotheses 1 and 2 are consistent with previous discussions of the work
of De Cuyper & De Witte (2011), and Wright & Kehoe (2008): practices for professional and
career development generate positive impacts on AC, since they are certainly interpreted as
indicative of professional valuation and do expand employability prospects, generating the
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desire to give back to the organization. However, when the professionals develop knowledge
and skills focused strictly on their working organization, they tend to feel more trapped.
Despite this moderate impact of professional development practices on OE, when mediated
by perceived employability, its effect is negative. As discussed in the theoretical model of OE,
the perception of alternatives in the labor market tends to reduce the need to stay in the
organization.

The partial confirmation of Hypotheses 3, 4 and 5 reflects the greater knowledge about the
behavior of AC than about OE, which is a construct in development. Moreover, the restriction
of the variability of the types of bonds in the sample studied should also be considered as a
possible reason for these findings.

Morrow (2011) states that human resources management practices usually have limited
effects on AC, since they are conditioned to the individual’s perception. In the case of
remuneration practices, it is speculated that there is a tendency for workers to evaluate them
more negatively than positively. Therefore, the impact on the types of bonds established by
the employees with the organization tends to be lower, since this depends on the evaluation
made by the individuals themselves.

The high correlation and regression coefficients observed between AC and intent to
contribute indicate a possible overlap. This result is consistent with the study of Menezes &
Bastos (2010), who tested behavioral intentions toward extra effort and defense as part of
behavioral commitment. In this study, the authors also noted that the intentions to stay do not
make up the factor structure of behavioral commitment, thus assuming the role of a possible
consequent. The moderate correlation and regression coefficients in this study corroborate
these findings.

Theweak relationships existing betweenOE and intentions to contribute are explained by
their theoretical model, according to which the state of OE is generated by the set of
accumulated costs and the difficulty in identifying alternatives to reduce these costs.
Therefore, it is understandable that this bond has zero or negative impact on intentions to
contribute to the organization. On the other hand, it was expected that OE would have a
significant impact on the intentions to leave/stay, which should be addressed inmore detail in
future studies using other research models.

The fact that this is a cross-sectional study sets a limitation on the results, for not allowing
greater understanding of the dynamics and the causal direction of relationships.
Additionally, it follows the trend of studies in the organizational behavior field of utilizing
self-reported data, which results in problems related to perceptual bias (Morrow, 2011).

The relationships found between the perception of low alternatives and perceived
employability reinforce the need to revise the measure of OE, with the inclusion of items that
operationalize the notion of intrinsic limitation, present in the theoretical definition of OE.
That done, an evaluation of the relevance of the concept of extrinsic limitations in the
construct is recommended, since it overlaps with the perceived employability dimension.

6. Conclusions
The whole construction of relevant scientific knowledge depends upon the validation of the
constructs. In this paper, we analyzed the convergent validity of OE and CC and their
discriminant validity in relation to AC. At this point of the research agenda on organizational
bonds, the results represent evidence of overlap between OE and CC. Therefore, after
analyzing and interpreting the data, we conclude that CC should not be part of commitment
but part of OE.

It is important that further research be conducted with the application of procedural
methodologies, such as longitudinal and trans-sequential studies, in addition to alternatives
that encompass qualitative methodologies for data collection and analysis. In this sense, the
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need is highlighted for researchers to also consider the individual’s life stage, to approach the
complex web of relationships that, inside or outside the organizational context, impact on the
bonds established by workers. It is also suggested that the development of a measure that
assesses the state or the feeling of being entrenched, since the current measure assesses the
process of entrenchment. Finally, the importance of investigating a set of antecedent and
consequent variables is highlighted, especially in relation to organizational entrenchment,
whose studies are still initial. Some examples are variables related to work experiences
(autonomy and challenge at work, organizational support, leadership characteristics,
perception of justice and reciprocity), accumulated cost variables (salary, investments made,
transferability of skills), well-being variables (stress, work-family conflict), withdrawal
behaviors (turnover, voluntary absence) and productive behaviors (performance,
organizational citizenship).

We expect that these findings add a higher precision to the research on commitment,
reinforcing its unidimensional approach and also contributing to the validity of themeasures.
Given these results and evidence that OE and CC represent the same bond, we consider
appropriate to designate this type of bond simply as OE.

The results of this study represent a further argument in favor of prioritizing the affective
dimension in research and in management of OC. If the heuristic meaning of commitment
connects to dedication and willingness, entrenchment is expressed by necessary
permanence. In this sense, the practical implications of this study regard a greater
clarification on which behaviors are expected from either committed and entrenched
workers, and which drivers may lead to each of these bonds. Therefore, a better
understanding of the phenomenon contributes to the training of managers and to the design
of organizational policies and practices. Among societal impacts, the clarity of bonds also
allows its application to different contexts beyond business organizations, as a step to reach
better understanding of commitment and entrenchment in different settings, economical and
national realities.
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