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Abstract 

Commitment based Human Resource Practices ( CBHRP) is typically identified as a 
macro-level activity (Arthur 1994;  Batt 2002; collins and clark 2006 ), and as a result, the 
relationship between CBHRP from an employee’s perspective and attitude has rarely been 
explored empirically. (Levinson1965;Guthrie 2001). Mitchell. Terence, Holtom , Lee, Sablynski  
and Erez (2001) have introduced the concept of job embeddedness that influence an employee’s 
choice to remain in a job . Research says that  human resources policies is likely  to have an 
impact on embeddedness (Gioson , Holtom and Watson, 2005;  Holtom, Mitchell, Lee and Tidd 
,2006),but  to date no study investigating the role of organizational factors such as Strategic 
Human resource practices on embeddedness has been done .  

 
We answer this call by developing Hypotheses, backed by sound theoretical explanation 

and mediation ( baron and Kenny,1986), with a sample of 501 employees from nineteen different 
financial services organizations. Results reveal that Perceived Commitment based human 
resource practices composed of three sub dimensions namely selection policies, Incentive, 
Training and Development are positively related to on the job embeddedness thereby enabling 
organizations to actively embed employees. Results also indicate that on job embeddedness is 
negatively related to intention to quit and partially mediates the relationships between perceived 
CBHRP and Intention to quit. 

 
 Managers can look for several strategies and tactics from CBHRP in order to build 

deeper links, make better fits, and create greater potential sacrifices for employees should they 
decide to look for or pursue other employment opportunities. Building on social exchange 
theory, employees’ perception of Commitment based human resource practices (CBHRP) 
influence employees’ intention to quit by fostering workplace ties. under CBHRP the 
organisation considers an employee's well-being as well as an investment in the employee's 
career within the firm. In exchange, the employee contributes by working on job assignments 
that fall outside their prior agreements or expertise and learns firm-specific skills because he or 



 
 

she the mutual investment. Such Characteristics of high-quality relational systems enmesh 
individuals within a relational web embedding employees more extensively into the organization.  

 
Introduction 

CBHRP is typically identified as an organizational level activity  ( Arthur 1994;  Batt 
2002; collins and clark 2006 ),but   in this paper we have measured CBHRP from an employee’s 
perspective  because employees interpret organizational actions such as CBHRP as indicative of 
the personified organization's commitment to them. They reciprocate their perceptions 
accordingly in their own commitment to the organization, and such relationship has rarely been 
explored empirically . A lot of research needs to be done to determine the   pathways by which 
CBHRP affect employees’ attitudes (Levinson, 1965; Guthrie 2001). 

Mitchell. Terence, Holtom , Lee, Sablynski  and Erez (2001) have introduced the concept 
of job embeddedness that represents a broad cluster of idea that influence an employee’s choice 
to remain in a job . However how job embeddedness is developed or what factors cause 
employees embedded in their jobs to keep them from leaving the organization still requires 
investigation (Felps , Mitchell , Hekman , Lee , Holtom  and Wendy 2009.) 

Gioson , Holtom and Watson (2005) and  Holtom, Mitchell, Lee and Tidd (2006)  in their 
paper have mentioned  organizational antecedents , such as human resources policies is likely  to 
have an impact on embeddedness. To date no study investigating the role of organizational 
factors such as Strategic Human resource practices on embeddedness has been done .  

In view of the preceding limitations, data obtained from the banking industry in India 
were used to test a model of processes (mediation) linking CBHRP and intention to quit . 
Specifically the objectives of the study are (1)To examine the  relationship between CBHRP and 
on-the-Job embeddedness (2)To examine the  potential mediating influence of on the  job 
embeddedness on the relationship between CBHRP and Intention to quit. 

  
We are using only on the job embeddedness and not off the job embeddedness as the 

mediating variable because CBHRP is an organization’s strategy for managing the employment 
relationship thereby it will elicit and reinforce  behaviours  applicable in the organization only.  

  
Job Embeddedness 

 
Mitchel et al (2001) developed a theory of retention which they named as “Job 

Embededness”. The critical aspects  of job embeddedness is a three-by-two matrix which 
suggests six dimensions: links, fit, and sacrifice associated with an individual's organization and 
with his or her community. Links are characterized as formal or informal connections between a 
person and institutions or other people The more the links are important between the person and 
the web, the more she or he is bound to job and organization. Fit is defined as an employee's 
perceived compatibility or comfort with an organization and with his or her environment. 
Sacrifice captures the perceived cost of material or psychological benefits that may be forfeited 
by leaving a job. The more an employee would give up when leaving, the more difficult it will be 
for him or her to sever employment with the organization (Mitchell et al, 2001).  

 A number of studies have argued that job embeddedness is a direct antecedent both of 
intent to quit and voluntary turnover and has found that job embeddedness has gone beyond job 



 
 

satisfaction and organizational commitment in predicting variance in individual turnover(Allen, 
2006; Lee ,Mitchell, Sablynski, Burton, and  Holtom,  2004; Mitchell et al 2001;  Holtom et al 
2006).  Mitchell et al ( 2001)found that job embeddedness reliably measured as an aggregated six 
scores across the six dimensions has been shown to predict both intent to leave and voluntary 
turnover. In a subsequent study by Lee et al (2004), the researchers disaggregated job 
embeddedness into its two major sub-dimensions, namely, on- and off-the-job embeddedness. 
Off the job embeddedness predicted turnover and absences. On the job embeddedness   predicted 
organizational citizenship and Job performance.  

 An interesting work by Allen (2006) revealed that socialization tactics enable 
organizations to  actively embed new employees. Mallol ,Holtom and Lee  (2007) found that job 
embeddedness in the organization is a statistically significant predictor of voluntary turnover 
among respondents of all races. Felps et al ,(2009) did a study where they investigated the social 
dimensions of quitting and offers a model of “turnover contagion” in which the decision to stay a 
or leave a job is influenced by coworkers.  

 
Hypothesis1: On the job embeddedness is  negatively related to intention to quit                             
----------------------------------------------------------------------------------------------------------- 

Figure1. Model Linking Commitment Based Human Resource Practices and Intention to Quit 

------------------------------------------------------------------------------------------------------------------ 

Commitment Based Human Resource Practices and On the Job Embeddedness 

SHRM theorists propagate that CBHRPs motivate ,increase and empower employees’ to 
leverage their  knowledge, skills, and abilities (KSAs) for organizational benefit resulting in  
greater job satisfaction, lower employee turnover, higher productivity, and better decision 
making (Combs, Liu, Hall and Kitchen, 2006; Guthrie, 2001 ).   

CBHRP are an organization’s strategy for managing the employment relationship. 
Because these practices signal a long-term investment in employees, they suggest a relational 
view of the employment relationship that obligates employees to reciprocate the organization’s 
inducements with discretionary role behaviors or contributions that benefit the organization (Sun, 
Aryee, and Law 2007) .CBHRP  can  build up desired employee behaviors and attitudes by 
forging psychological links between organizational and employee goals, thus  developing 
committed employees  (Arthur 1994). 

 In our study we have included a combination of employee selection practices that focus 
on creating internal labor markets and assessing fit to the organisation rather than on specific job 
requirements. compensation practices that focus on fostering team attitudes, expanded scope of 
individual contribution and organizational performance indicators and training programs and 
performance appraisals that emphasize long-term growth, team building, and the development of 
firm-specific knowledge. (Collins and Smith, 2006). 

 
The above set of Human Resource practices signals an organization intention to establish 

a long term exchange relationship with its employees by investing in the employees growth, 
providing them an opportunity for developing teams which in turn creates a normative pressure 



 
 

on the employees to continue relationship with the organisation. CBHRP foster shared 
perceptions of a supportive organizational environment and affect discretionary behavior through 
their influence over employee skills and motivation  binding them strongly with the organisation.  

 
Hypothesis 2: Employees’ perception of Commitment based  Human Resource practices will be 
positively related to on the job embeddedness. 

The mediating influence of On the job embeddedness on the employees’ perception of 
CBHRP and intention to quit  

 CBHRP is negatively related to turnover in view of social exchange, particularly the 
norm of reciprocity   according to which when the partners receive benefits they do not harm 
each other (Sun et al. 2007) . Social exchange theory implies that processes fostering workplace 
ties influence individuals interacting with other organization members and that gesture of 
goodwill will be reciprocated at some future time (Mossholder, Settoon, and Henagan 2005). In a 
Social exchange relationship the organisation considers an employee's well-being as well as an 
investment in the employee's career within the firm. In exchange, the employee learn firm-
specific skills and contributes by working on job assignments that fall outside of prior 
agreements or expertise. Employees under such mutual investment   generally perform better and 
had favorable attitudes (Arthur 1994). The benefits exchanged often take on value because they 
symbolize the quality of the relationships. Leaving such exchange relationships may entail a 
psychic loss, making withdrawal personally costly to individuals.  Such Characteristics of high-
quality relational systems enmesh individuals within a relational web, making them less 
susceptible to forces that could dislodge them from their organization even when  positive 
organizational attachment are eroded (Mossholder et al ,2005). 

  
The relational approach thus developed creates a fit through the selection practices ,as it 

is focused on creating fit between the  employee's personal values, career goals, and future plans   
with the  larger corporate culture and the demands of his or her immediate job (job knowledge, 
skills, and abilities). Links are also developed through   formal   connections between the 
employee  and other coworkers as CBHRP is fostering team attitudes  and  developing teams, 
which in turn creates a normative pressure on the employees to stay with the company. It is 
developing firm specific skills  and utilising  them ,thereby using employees’ knowledge, skills, 
and abilities and  providing scope for individual contribution. It  develops greater Sacrifice by  
capturing the perceived  psychological benefits that may be  forfeited by leaving  such a job. The 
inducements which the organization provide that is of a supportive work environment (fostered 
by CBHRP),increases the perceived link , fit and sacrifice  ,which are manifested in job 
embeddedness ,constitute an underlying mechanism for the documented relationship between 
CBHRP and intention to quit . 

 
Hypothesis4 : On the job embeddedness shall mediate the relationship between High performing 
Human resource practices and intention to quit. 

Methods 

         We surveyed only the managerial employees in the banking industry. The study was 
conducted at 19 leading Indian banks. The financial institutions are of recognized national 
presence and are active in the same market segment (e.g.retail banking services).  9 Banks were 



 
 

from Public sector undertaking and the remaining 10 banks were from private sector. Participants 
from six PSU banks and eight Private Banks received a questionnaire circulated personally by 
the second  author. The remaining i.e. 3 PSU and 2 Private banks received questionnaire from 
their respective branch managers who received the questionnaires from the second  author. 
Confidentially of responses was guaranteed by a letter on university letterhead. Although the 
respondents are all from one state Odisha, India, they are located in 2 cities Cuttack and 
Bhubaneswar. Respondents represented a variety of departments like Sales, operations, 
collections, Information technology, Human resource and Marketing.  We received 249 filled up 
questionnaires from private banks and 251 questionnaires from public sector banks. Employees 
took part in the survey during company time, over a period of 3 months in June 2010. 

          The average age of respondents was 38 years (s.d. = 10.75). They had worked for the 
organization for an average 12 .06 years (s.d. = 11.16) . 81.8% are males and 18.2 % are females  
70.3 %  of the employees are post graduates , 0.2 % with matriculation , higher secondary and 
Phd  and 28.5%  are Graduates. 

Control Variables 

 Several personal characteristics served as control variables to control for alternative 
explanations such as Gender, Ownership, age, Education and organizational tenure. Research 
shows that off the job embeddedness decreases turnover, especially among women (Holtom , 
Mitchell, Lee and Eberly ,2008).Education and age has been found to be positively correlated 
with job embeddedness (Giosan et al, 2005). The final control variable was ownership, which 
past research has shown to be related to HR policies and practices (Sun et al , 2007).  Bank 
ownership had two categories: public (state- and collectively owned) and not public 
(shareholding, foreign-invested, and privately owned). Dummy variable was used to measure 
hotel ownership (1 =public,0 =not public) and  Gender (1 =male ,0 = female). 

Measures 

Jobembeddedness   
To assess job embeddedness  9 items were adapted from  Felps et al (2009). items were 
measured using 5-point Likert-type scales (1 _ strongly disagree, 2_ disagree, 3 _ neither agree 
nor disagree, 4 _agree, 5 _ strongly agree).The alpha reliability for the overall scale was 0.83. 
 

Commitment based human resource practice                                                            
Items were measured with 16 items with Likert-type items (1 = strongly disagree to 5 = strongly 
agree) . The  items were developed by Collins and smith  (2006). The cronbach’s  alpha (using 
all the items) for the overall measure was 0.  

Intention to leave                                                                                                                                
Four Items were adopted from Michaels and Spectors (1982).  The items were measured with a 
likert-type scale (1= very unlikely, 5= very likely). Averaged composites were  used in the 
analysis. The alpha reliability for the overall measure was 0.85 

Results 

When we regressed the control variables on intention to quit we found there exists multi-
collinearity between  age and organizational tenure , we excluded age and included 



 
 

organizational tenure in all our regression tables henceforth . We included organizational tenure 
as employees having  longer  organizational  tenure implies they are embedded in the 
organsiation , thereby affecting the embeddedness more strongly than age . 

 
Table 1 reports the means, standard deviations, and correlations of all variables. In 

general, our results showed significant correlations between dependent and independent 
variables to intention to quit. is supported . 
------------------------------------------------------------------------------------------------------------ 

INSERT Table 1 
--------------------------------------------------------------------------------------------------------------------- 

Hypothesis 1 asserts that on the job embeddedness will be negatively related to intention 
to quit.As noted in Table,the product-moment correlation between on the job embeddedness and 
intention to quit is (r= -.37, p<.01). As noted in Table 3, we found that our measure of on the job 
embeddedness   was significantly related to Intention to quit  (β= -0.34, p <.001).An additional 
13percent of the relationship was explained by on the job embeddedness after controlling for 
Organisational tenure, ownership,  Education,   gender. 

 
Hypothesis 2 posits CBHRP will be posited positively related to on Job Embeddedness. 

As noted in Table1, the product-moment correlation between CBHRP and on the job 
Embeddedness is (r=.59, p<.01). As noted in Table 2, we found that our measure of    CBHRP 
was significantly related to  on the job embeddedness   (β= .59, p <.001)    . An additional 38.06 
percent of the relationship was explained by CBHRP.Thus, we found support for Hypothesis 3 
CBHRP will  be positively related to on the job embeddedness after controlling for   
Organisational tenure, ownership,  Education,   gender 

 
Hypothesis 3 asserts on the job embeddedness mediates the relationships between 

CBHRP and intention to quit. We examined the mediating effect of on- the- job embeddedness 
on the relationship between CBHRP  and intention to quit (see Table 3). Following Baron and 
Kenny’s (1986) three-step procedure, we first examined the relationships between the 
independent and dependent variables. 

------------------------------------------------------------------------------------------------------------ 
INSERT Table 2 

--------------------------------------------------------------------------------------------------------------------- 
------------------------------------------------------------------------------------------------------------ 

INSERT Table 3 
--------------------------------------------------------------------------------------------------------------------- 

As shown in models , our measure of CBHRP was significantly related to intention to 
quit (β= -0.31, p < 0.01). In the second of the three steps, we found significant relationships 
between CBHRP and on the   job embeddedness (β = 0.59, p < 0.001).Finally, in the third step of 
the procedure, we examined changes in the effect of CBHRP when on the job embeddedness 
variables was added to the regressions predicting intention to quit. Our results showed that the 
relationship between CBHRP and intention to quit was reduced by 25 percent .Thus, the 
relationship between CBHRP and intention to quit in our sample seems to be partially mediated 
by the effects of on the job embeddedness. 



 
 

Discussion 

Based on a sample of employees from banking   firms competing in India  , specifically  
we found  CBHRP were indirectly related to intention to quit through their effects on  job 
embeddedness. The CBHRP uses employee selection practices which is increasing the fit with 
their career goals ,future plans with the large corporate culture and the immediate job demands. 
Compensation practices, training programs and performance appraisals is targeting long term 
growth and developing team and firm-specific knowledge, this is giving the employees an 
opportunity to utilize their knowledge, skills and attitudes. Employees are getting embedded 
through increased organizational links and organizational fit .  The above systems are helping the 
employees to  connect with  their coworkers through their  work groups and by utilizing their 
KSA the employees are formal connections with the organisation.  CBHRP is building  high 
perceptions of fit with the  organization  making it difficult  to consider severing relationship 
with the organization. 

This study puts forward several implications for practical managers in organizations. 
Managers need to be aware that strategic human resource practices may not directly affect 
turnover. Managers can look for several strategies and tactics from CBHRP in order to build 
deeper links, make better fits, and create greater potential sacrifices for employees should they 
decide to look for or pursue other employment opportunities.  
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Figure 1. Model linking Commitment based human resource practices to intention to quit . 

 

  
Commitment based Human 

Resource Practices 

 

On the Job 

Embeddedness 

Intention to quit 



 
 

 

  

Table 1 

Mean, Standard Deviation and Correlations a 

  Sl 
no  Varaibles 

Mean  S.D  1 2 3 4 5 6 7 

1 
on the job 
embeddedness 

3.9 .70 
       

2 Intention to quit 2.37 1.10 -0.37**       
3 Education 3.70 .50 -.16** .08 0.19**     

4 
Organisational 
tenure 

12.04 11.17 
0.1* -0.34** -0.4** -0.14**    

5 Age 37.99 10.87 0.08 -0.31** -0.37** -0.12** 0.94**   
6 Gender 0.81 .39 0.13** -0.14** 0.07 -0.1* .25** .32**  
7 CBHRP    .59** -.28** -.08 -0.1* .13** -.01  
8 Ownership   .04 -.21** -.09 .69** .67** .06 -.12** 

 
an =501, 
* p<.05,   **p<.01  



 
 

 

Table 2 

Results of Regression Analyses Predicting On the Job embeddedness    

Predictors Model1 

Tolerance 
indices 

Model 2 

Tolerance 

indices 

Gender 0.1* 0.91 0.01* 0.91 

Organizational 
tenure 0.08 

0.48 
0.1 

0.48 

Education  -0.14 ** 0.98 -0.08 * 0.97 

Ownership 0.09 0.51 0.03 0.51 

CBHRP   0.59* ** 0.98 

 .04 
 

.39 
 

 .03 
 

.38 
 

F                  5.31* **  62.24* **  
. 
 

             a  Standardized coefficients are shown. 

               b  Logarithm, 
 
                          * p <.05      

 ** p <.01         * ** p <.001    



 
 



 
 

 

 

 

Table 3 

Results of Regression Analyses Predicting  

predictors Model 1 
Tolerence 

indices Model 2 
Tolerence 

indices 
Model 3 Tolerence 

indices 
Model 4 Tolerence 

indices 

Gender -0.05 0.91 -0.05 0.91 -.02 0.91 -0.03 0.90 

Organizational 
tenure -0.35* ** 

0.48 
-0.37* ** 

0.48 -.33* ** 0.48 
-0.34* ** 

.47 

Education -0.03 0.98 0.00 0.97 -.02 0.96 -0.02 .96 

Ownership 0.04 .51 0.01  -.03 .51 .01 0.51 

CBHRP   -0.31* ** 0.51  0.96 -0.17* ** .63 

On the job 
embeddedness  

 
 

0.98 -.34* ** 0.91 
-0.23* ** 

.61 

 .12 
 

.22 
   .25  

 .12 
 

.21 
   .24  

F 
17.23* ** 

 
27.44* ** 

    
27.44* ** 

 

 



 
 

a  Standardized coefficients are shown. 
         b  Logarithm, 
 
                        * p <.05      ** p <.01          * ** p <.001      
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