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ABSTRACT 

Based on job embeddedness and resource conservation theories, the purpose 

of this study is to examine how internal job satisfaction mediates the 

relationship between job embeddedness and sales performance among 

financial salespeople. We propose a hypothetical model and examine the 

path difference between financial salespeople with low and high network 

abilities. The results indicate that internal job satisfaction mediates the 

relationship between on- and off-the-job embeddedness and sales 

performance. Both on- and off-the- job embeddedness can also determine 

the internal job satisfaction associated with improving sales performance 

among personnel with high network ability. The findings also identify 

further potential benefits when strengthening job embeddedness. 
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INTRODUCTION 

 

Instabilities in human resource acquisition and retention can impede the service consistency 

of firms (Trevor & Nyberg 2008). To increase the probability of success, researchers have 

indicated that salespeople should utilise social connections to improve their sales 

performance (ÜstUner & Godes 2006). Previous studies have shown that salespeople can 

receive support from their social relationships, which not only facilitates the sharing of 

knowledge and information, but it also increases the probability of improving their job 

performance (Jarvenpaa & Majchrzak 2008). Moreover, numerous scholars have applied job 

embeddedness theory to explain the stability and performance of employees within in an 

organisation (Lee, Sablynski, Burton & Holtom 2004; Mitchell, Holtom, Lee, Sablynski & 

Erez 2001). In this study, we assert that the development of social relationships within an 

organisation or a community can discourage employees from leaving their jobs, thereby 

assisting managers in predicting their employees’ job performance.  
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Several studies on job embeddedness have focused on social relationships, characterising 

them as job-related inertia (Holtom & Inderrieden 2006; Mitchell et al. 2001). Other studies, 

particularly those on employee motivation, have focused on the resources derived from 

interpersonal relationships or job embeddedness (Halbesleben & Wheeler 2008; Milam 2012). 

For example, Gorgievski and Hobfoll argued that ‘job embeddedness not only reflects an 

employee’s intrinsic job motivation, but it can also yield highly valuable resources’ (2008, p. 

18).  

 

Other research in this domain has examined the role of employee happiness in sales 

performance. For example, conservation of resources (COR) theory purports that the 

flexibility afforded by resource reserves can enhance a person’s happiness, thereby 

facilitating improvements in their performance (Cropanzano & Wright 2001). This assertion 

is particularly evident for salespeople because their primary goal is to build positive 

relationships. However, because people who engage in social relationships tend to attract 

help-seekers, they typically experience high work overload and negative emotions more 

frequently than other people do. Thus, sufficient resource reserves can offset these negative 

outcomes.  

 

In this study, we adopt the perspective of happy-productive worker theory, which 

operationalises happiness as job satisfaction (Diener, Sugh, Lucas & Smith 1999; Judge & 

Locke 1993). Accordingly, a primary objective of this study is to examine how salespeople 

employ relationship-building in the work environment and subsequently feels satisfied with 

their job embeddedness, which can facilitate improved sales performance. However, few 

studies have clarified the relationship between job embeddedness and job performance. For 

example, Lee et al. showed that on-the-job embeddedness has a significant positive influence 

on job performance, although there exists no analogous significant relationship for off-the-job 

embeddedness (2004, p. 718). Regardless, both on-the-job and off-the-job embeddedness are 

crucial in sales. In particular, off-the-job embeddedness is related to one of the most critical 

functions of a salesperson — the development of potential customer relationships outside of 

their organisation.  

 

Furthermore, social relationships are dynamic processes. Consequently, variation in network 

ability can affect the social relationships that are intrinsic to workplaces or communities; thus, 

it can promote the effects of embeddedness. Network ability has been defined as the skill of 

building friendships and developing positive interpersonal relationships (Ferris, Treadway, 

Kolodinsky, Hochwarter, Kacmar, Douglas C & Frink, et al., 2005, p. 129), as well as for 

actively integrating and coordinating these relationships to improve job performance 

(Thompson 2005, p. 1015). Thompson showed that proactively developing network 

relationships can significantly affects job performance. Accordingly, a secondary goal of this 

study is to examine the path differences between low and high network ability.  

 

Based on these research objectives, we anticipate that the findings of this study could provide 

a substantive contribution to the literature on job embeddedness (Crossley, Bennett, Jex & 

Burnfield 2007; Lee et al. 2004; Mallol, Holtom & Lee 2007; Mitchell et al. 2001) by 

examining the constructs’ effects on sales performance. Methodologically, we assess the job 

embeddedness of professional salespeople in this study to expand on previous job 

embeddedness research that has utilised employees from service-driven occupations (Lee et 

al. 2004; Mitchell et al. 2001). 
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LITERATURE REVIEW AND HYPOTHESES 

 

Theoretical Background 

Mitchell et al. (2001) provided initial empirical support for job embeddedness, which results 

from the relationships cultivated by employees within an organisation or community. 

Consequently, people can become attached to the intrinsic social networks in an organisation 

or community, which could make them hesitant toward leaving. Job embeddedness, which 

comprises two sub-dimensions (on-the-job embeddedness and off-the-job embeddedness), 

has been defined as the combined forces that keep an employee from leaving a job, which 

allows managers to predict an employee’s motivation to improve their job performance 

(Mallol, Holtom & Lee 2007; Mitchell et al. 2001). According to Mitchell et al. (2001) and 

Lee et al. (2004), job embeddedness comprises the following three dimensions: (a) links are 

connections an employee has with other people or communities; (b) fit is an employee’s 

perception of how well he or she fits into an organisation or environment; and (c) sacrifice is 

an employee’s opportunity cost of resigning from their position (Mallol et al. 2007). Thus, 

based on these three organisational behaviour dimensions, Lee et al. (2004) asserted that job 

embeddedness can be conceptualised as an aggregated force that may restrain employees 

from leaving their jobs.  

 

COR theory explains why people attempt to acquire, retain, protect and develop what they 

perceive to be valuable resources (Hobfoll 1989). Both personal factors and the 

social–cultural environment may determine the perceived value of resources. Gorgievski and 

Hobfoll (2008) showed that job embeddedness leads to abundant resources. Accordingly, 

understanding the relationships that employees have with their social groups could assist in 

predicting their resource capacity. Moreover, this capacity might indicate a person’s 

motivational goals (Mitchell et al. 2001) and proactive coping behaviours (Hobfoll 1989, 

2001). COR theory purports that a positive correlation exists between the degree to which a 

person is embedded in their social circle and the resources that are available for their use. 

Because a greater availability of resources facilitates an employee’s ability to replace and/or 

substitute resources in their workplace, it enhances their ability to coordinate his or her work 

demands. Resource replacement refers to the replenishment of lost resources, whereas 

resource substitution refers to the finding of other resources to replace those that are lacking 

(Hobfoll 2001, p. 350). These two mechanisms facilitate the efficient exploitation of 

resources because resource-rich people tend to be more effective at allocating resources 

(Baltes & Baltes 1990, p. 28). 

 

On-the-Job Embeddedness and Sales Performance 

Higher degrees of on-the-job embeddedness indicate a person has numerous work ties and 

that they are more able to acquire available resources in an organisation. For example, higher 

on-the-job embeddedness would occur if a salesperson were to participate frequently in 

organisational activities (i.e., links). By developing these links, the salesperson would be able 

to acquire various resources that facilitate their job function, and they would perceive higher 

compatibility with colleagues or organisational activities (i.e., fit), thereby accruing benefits 

that would be forfeited should they resign from their position (i.e., sacrifice). Mitchell et al. 

argued that greater levels of embeddedness are associated with an employee’s tendency to (a) 

embrace a proactive mindset toward his or her job, and (b) engage in work with greater 

dedication, thereby facilitating improved job performance (2001, p. 1107).  
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With a greater level of on-the-job embeddedness, an employee might be able to acquire a 

diverse range of valuable resources through their organisation, which is particularly critical 

for salespeople. Hobfoll argued that a diverse pool of resources can enhance a salesperson’s 

capacity to replace or substitute resources, thereby facilitating the successful completion of 

their work tasks (2001, p. 350). In addition, Maslach, Schaufeli and Leiter argued that 

employees with richer resources tend to exhibit higher self-efficacy and positive work 

attitudes toward adverse work tasks (2001, p. 416).  

 

Social relationships facilitate resource replacement and resource substitution. A positive 

relationship with supervisors implies that they would be more willing to assist salespeople in 

recovering lost resources (i.e., replacement). Moreover, salespeople who maintain friendly 

relationships with their colleagues would obtain various work experiences while seeking 

substitute resources to improve their sales performance.  

 

This discussion shows that salespeople' resource capacity affects their motivation to excel at 

their jobs (Halbesleben & Wheeler 2008). Numerous studies have confirmed that sufficient 

resource reserves negate negative emotions and positively affect an employee’s performance 

(Wright & Hobfoll 2004). Furthermore, Halbesleben and Wheeler (2008) showed that a 

positive association exists between on-the-job embeddedness and job performance. Similar 

conclusions were also reported by Lee et al. (2004) and Sekiguchi, Burton and Sablynski 

(2008). Accordingly, we propose the following hypothesis:  

 H1. On-the-job embeddedness is positively associated with sales performance. 

 

Off-the-Job Embeddedness and Sales Performance 

Salespeople typically depend on social relations outside of their organisation to enhance the 

success of their business relationships. Abelson asserted that off-the-job embeddedness 

represents a salesperson’s (a) links to communities outside of the organisation, (b) perceived 

fit, compatibility and comfort within these communities, and (c) perceived difficulty in 

forfeiting the advantages accrued by being in these relationships (1987, p. 384). Hence, for 

salespeople, social relationships outside of the organisation can be a primary source of work 

motivation. For example, a salesperson who is financially supporting a family might choose 

to continue working for an organisation and work harder to ensure they have a stable source 

of income (Mitchell et al., 2001).  

 

High off-the-job embeddedness might indicate that a person has acquired abundant resources 

through informal relationships. Hobfoll indicated that in addition to resources such as 

physical assets, forming close interpersonal relationships outside of the organisation, 

receiving strong support from family and friends, participating in community activities and 

establishing trust with others can assist in acquiring valuable resources (2001, p. 354). These 

personal resources are derived from the social context in which a person lives and the 

relational attachment to social groups within that context.  

 

The outcomes associated with off-the-job embeddedness also affect resource replacement and 

substitution. Salespeople frequently attend community activities and meet people from 

various backgrounds and socio-economic classes. By developing relationships through these 

activities, a salesperson is repeatedly rejected by a certain customer, he or she would be more 

able to identify other potential customers. Accordingly, rich and diverse customer resource 
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pools are integral for improving a salesperson’s performance.  

 

According to social exchange theory, a salesperson’s off-the-job embeddedness is not only 

indicative of a richer customer resource base, but also their customers’ increased 

embeddedness in the salesperson’s organisation. Ahearne, Bhattacharya and Gruen argued 

that customers’ embedded relationships with an organisation cause them to feel more like 

insiders than outsiders (2005, p. 576). Consequently, these perceptions would foster a 

customer’s identification with an organisation and the salesperson through which the 

customer is connected to it. A richer resource pool that is intrinsic to customer relationships 

would assist salespeople in acquiring a sufficient customer base, while also improving the 

quality of those relationships, thereby increasing sales performance (Crosby, Evans & Cowles 

1990). Thus, we propose the following hypothesis: 

H2. Off-the-job embeddedness is positively associated with sales performance. 

 

On-the-Job Embeddedness and Internal Job Satisfaction 

Following from the rationale of social embeddedness (Granovetter 1992), salespeople tend to 

draw on past links and experiences for repeated exchanges with others (i.e., path dependence). 

By doing so, they can reduce the costs and risks associated with transactions while increasing 

the probability of success. Accordingly, salespeople may have more confidence in handling 

related tasks, thereby facilitating an increase self-efficacy which reinforces their capability 

perceptions and contributing to internal job satisfaction. Internal job satisfaction refers to the 

sense of accomplishment and self-respect a person earns from his or her job. In comparison to 

external job satisfaction (e.g., salaries), previous research reported that internal job 

satisfaction is a primary motivator for employees pursuing personal growth (Weiss, Dawis, 

England & Lofquist 1967).  

 

Furthermore, the more a person is linked to others, that person is more likely to attempt to 

maintain autonomy and control (i.e., centrality) in their social relationships. This can have a 

positive outcome because the extent to which a person exerts autonomy in his or her job is 

also positively associated with internal job satisfaction (Ibarra & Andrews 1993).  

 

Regarding fit, Mitchell et al. asserted that employees’ perceived compatibility in a workplace 

environment reflects the consistency of their job goals with their personal values (2001, p. 

1017). Higher consistency between personal values and job-related characteristics tends to 

increase a person’s internal job satisfaction. Salespeople typically enjoy the autonomy they 

possess on the job. The ability to organise work schedules and set performance goals for 

themselves indicates that they are given higher degree of job flexibility and autonomy, which 

also facilitates higher internal satisfaction.  

 

Most importantly, Gulati asserted that occupying an influential position in the job network 

indicates that such an employee can control knowledge and information, or that they can 

enhance their personal reputation in the social network (1995, p. 102). The power and 

reputation that results from this position in the job network can increase a salesperson’s 

self-respect and trigger their self-actualisation. Subsequently, we propose the following 

hypothesis: 

H3. On-the-job embeddedness is positively associated with internal job satisfaction. 
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Off-the-Job Embeddedness and Internal Job Satisfaction 

In sociology, the theory of fields proposed by Lewin (1951) purports that peoples’ lives are 

symbolised and connected by a conceptual life space, and that people tend to analogise 

themselves as being entangled in a net of various forces and connections. Similarly, Maertz 

argued that the community dimension of that net influences a person’s decisions related to his 

or her employment (2004, p. 115); accordingly, off-the-job connections play a crucial role in 

forming a positive attitudes toward a person’s job. Several scholars have indicated that 

employees who develop high embeddedness in their respective communities exhibit positive 

attitudes toward their jobs (Mitchell et al. 2001; Reitz & Anderson 2010). Furthermore, 

Portoghese, Galletta and Battistelli reported that employees’ community embeddedness 

improves the quality of their relationships with leaders, thereby affecting their job satisfaction 

(2011, p. 42). 

 

Salespeople with comparatively higher off-the-job embeddedness receive greater referral 

benefits that can create new links; consequently, they might acquire additional opportunities 

to increase their sales, which could enhance their job performing confidence. When a 

salesperson’s job performance is acknowledged, they experience higher internal satisfaction. 

Moreover, supportive community-based and familial relationships satisfy a salesperson’s 

personal social needs, whereas social influence improves their self-evaluation of their job 

(Griffin, Bateman, Wayne & Head 1987). Collectively, positive social support and perceived 

social influences facilitate higher internal job satisfaction. 

 

Granovetter asserted that actors who possess sufficient resources outside of the organisation 

can apply informal power and influence to obtain benefits that are inaccessible from within 

their organisation (1985, p. 487). If a salesperson were to fulfil their job function as a result 

of their access to external resources, they would acquire additional trust from their colleagues 

and supervisors. Hence, relationships in social groups can enhance a salesperson’s job 

capability, thereby leading to higher internal satisfaction. Based on this discussion, we 

propose the following hypothesis: 

H4. Off-the-job embeddedness is positively associated with internal job satisfaction. 

 

Happy-Productive Worker: Satisfaction with Job Embeddedness 

Social-cognitive theories have postulated that attitude is invariably related to a pattern of 

behaviours that a person exhibits toward a particular target, which Festinger (1954) referred 

to as an attitude object. When people evaluate an attitude object favourably, they tend to 

exhibit fostering or supportive behaviours (Eagly & Chaiken, 1993). Hence, social-cognitive 

theorists have hypothesised that an employee’s attitude toward their job (i.e., job satisfaction) 

affects their on-the-job behaviours; thus, their attitude can be considered indicative of their 

job performance (Ajzen 1991, p. 186). Accordingly, numerous studies have asserted that 

positive attitudes toward work are conducive to superior job performance (Bluen, Barling & 

Burns 1990; Judge, Thoresen, Bono & Patton 1998).  

 

Historically, a common method for testing the productive worker theory was to operationalise 

happiness as job satisfaction (Cropanzano & Wright 2001; Judge et al. 1998). The 

meta-analysis on the job satisfaction-performance relationship conducted by Judge et al. 

(1998) was guided by a simple research question: “Is a happy worker productive?” 

Gorgievski and Hobfoll argued that a person’s embedded relationships within social groups 
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may predict that person’s ability to access various resources (2008, p. 17). Happy people tend 

to possess greater resources. At work, they are more likely to take risks that could increase 

their happiness, and they tend to remember events more favourably (Seidlitz & Diener 1993; 

Seidlitz, Wyer & Diener 1997). Consequently, happy people are more sensitive to 

opportunities in their work environment, are more outgoing and helpful to their co-workers 

and are generally optimistic and confident (Myers & Diener 1995, p. 14). Coupled with 

sufficient resource reserves, happier people can improve their work performance according to 

the resource maintenance model. Accordingly, this gives rise to the following hypothesis:  

H5. Internal job satisfaction is positively associated with sales performance. 

 

Role of Network Ability 

Network ability is a key dimension of social political skills. Those who possess higher 

network ability tend to have more opportunities to control and access key persons and critical 

resources within a network. People with higher network ability are likely to utilise their 

network dominance to gain access to available resources (Pfeffer 1992). They are also highly 

capable of coordinating affairs and managing conflicts (Ferris et al. 2005). 

 

Commitment motivation theory stipulates that an employee’s motivation for committed work 

is based on both instrumental-cognitive and social-normative beliefs (Wiener 1982). People 

with higher network ability tend to feel more sensitive in social relationships, and they are 

keenly aware of how to manage interpersonal relationships. Their behaviour motivation 

related to their instrumental- cognitive and social-normative beliefs is stronger than those 

with lower network ability. Subsequently, they tend to be more proactive in building 

relationships. Although those with higher network ability are typically adept at integrating 

and coordinating personal affairs, they are also constrained by social norms. Hence, they tend 

to interact with their organisational peers with a degree of harmony.  

 

According to COR theory, differences in a salesperson’s network ability could result in 

various types of social relationships (Hobfoll 1989, p. 517). People with higher network 

ability are embedded in their social context, and they have more resources at their disposal. 

Consequently, this increases their positive motivation toward matters related to their jobs 

(Baltes & Baltes 1990, p. 27).  

 

In addition, aggressive action in developing network relationships typically has a 

considerable effect on job performance (Thompson 2005, p. 1014). In other words, a 

salesperson’s network ability can influence the relationship between job embeddedness and 

job-related outcomes such as attitude and sales performance. Accordingly, it is reasonable to 

assert that a salesperson’s network ability could mediate the effect of job embeddedness on 

internal job satisfaction and sales performance. Thus, we propose the following hypothesis: 

H6. Network ability mediates the effect of job embeddedness on internal job satisfaction 

and sales performance. 
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METHODS 

 

Measure Development 

In this study, we adapted variables from prior studies to fit the research context based on the 

in-depth interviews (Churchill & Brown 2004) with six life insurance sales managers and 

three scholars in the related field. Prior to its mailing, the questionnaire was pre-tested to 

improve the content validity of the instrument (see Table A in the Appendix). 

 

Job embeddedness. The two job embeddedness dimensions were measured using items 

adapted from a scale developed and validated by Lee et al. (2004) and Holtom and 

Inderrieden (2006) based on the results of Mitchell et al. (2001). The two composites 

comprised 12 items that asked the participants to detail the extent to which they valued their 

jobs and communities. The three organisation-focused sub-dimensions were aggregated to 

form an on-the-job embeddedness construct (α = 0.85), whereas the three community-focused 

sub-dimensions were aggregated to form an off-the-job embeddedness construct (α = 0.81).  

 

Internal job satisfaction. Job satisfaction was measured using a scale from the 

Minnesota Satisfaction Questionnaire (MSQ) that examines individual affective and 

cognitive liking of perceived job relations and rewards (Weiss et al. 1967; Price & Mueller 

1986). This scale was designed to measure intrinsic and extrinsic satisfaction in accordance 

with Herzberg’s theory (Weiss et al. 1967). The intrinsic sub-scale was characterised by 

specific abilities related to on-the-job achievement opportunities. Three items in the proposed 

model were designed to assess employee satisfaction (α = 0.82).  

 

Network ability. This construct was measured using a six-item scale adapted from Ferris 

et al. (2005), which was based on a facet of political skill; specifically, the extent to which 

people develop and use social networks to increase their influence (α = 0.93). The sample 

was divided into two groups based on network ability (mean = 3.96, p < .01). We considered 

participants to possess high network ability if their mean network ability scores were higher 

than or equal to the mean of the entire sample. 

 

Sales performance. Sales managers periodically assess sales performance in business 

and profits market share (i.e., first-year commission, FYC; first-year premium, FYP). The 

criteria used to measure sales performance were the insurance policies sold during a 

12-month period by each salesperson. Previous studies have applied these measures as 

indicators of insurance sales performance (Bluen et al. 1990; Barling & Beattie 1983). 

Furthermore, input measures have been shown to be critical for the evaluation of sales 

performance (Pilling, Donthu & Henson 1995; Boles, Donthu & Lohtia 1995). Therefore, we 

also considered the number of customer contacts to be indicative of a salesperson’s input in 

sales work. The performance data were completed by salespeople according to their annual 

financial statements (α = 0.70).  
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Table 1: Means, Standard Deviations and Correlations 

 Variable M SD 1 2 3 4 

1 On-the-job embeddedness (ON) 3.85 0.60     

2 Off-the-job embeddedness (OFF) 3.53 0.74 0.37**    

3 Internal job satisfaction (SAT) 3.90 0.75 0.69** 0.41**   

4 Sales performance (PER) 2.58 1.00 0.26** 0.17** 0.28**  

5 Network ability (NET) 3.96 0.63 0.39** 0.44** 0.41** 0.41** 

** p < 0.01 

 

Sample and Data Collection 

In this study, data were obtained using a structured questionnaire survey. In accordance with 

the recommendations of Richardson, Swan and McInnis-Bowers (1994), we collected data 

from employees at the five largest insurance firms in Taiwan, which accounted for 66% of the 

national market share. These firms agreed to provide a total sample of 780 life insurance 

salespeople. A cover letter with a request from each firm's CEO for full support and 

cooperation was attached to each participant's questionnaire. In addition, each questionnaire 

package contained a letter explaining the purpose of our research. The salespeople were 

requested to complete and return the questionnaire to their sales managers. Subsequently, 

each agency manager assisted in collecting the completed questionnaires and returned them 

by mail for analysis. 

 

The firms returned 496 responses (initial response rate = 63.5%). After excluding the 

responses with disqualifying properties (e.g., those completed by sales administrative staff) 

and those with incomplete or missing data (e.g., those with more than two consecutive 

unanswered questions), a total of 445 responses were deemed valid (final response rate = 

57.1%). Among these respondents, 45.4% were men and 54.6% were aged between 20 and 50 

years. On average, the respondents had 16 years of education and 5 years of sales experience. 

 

Analytical Techniques 

The models were tested using the two-step structural equation modelling (SEM) procedure 

proposed by Anderson and Gerbing (1988). First, SEM was performed to assess the fit of the 

data with the hypothesised model, including the adequacy of the measurement model and a 

test of the proposed structural model, as well as a fit comparison to nested alternative models.  

Subsequently, a two-group confirmatory factor analysis (two-group CFA) was applied to test 

whether the measurement model was equal across low and high network ability groups. If the 

results were invariant, structural analysis was conducted to determine whether the paths 

differed between the two groups (Bollen 1989; Chiou, Droge & Hanvanich 2002).  

 

 

RESULTS 

 

Non-Response Bias 

Armstrong and Overton (1977) showed that the differences between respondents and 

non-respondents were similar to the differences between early and late returns. Mishra, Heide 
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and Cort (1998) verified the difference between early and late returns to forecast the 

non-response bias. Therefore, to confirm that the respondent firms were representative, we 

performed analysis of variance (ANOVA) to identify any differences between the early and 

late respondents. We categorised the responses returned within one month as early (n = 312), 

and those returned after one month as late (n = 133). Subsequently, we applied ANOVA to 

compare the sales and tenure between the two groups. The results show that the difference 

between the two groups was non-significant (sales, p = .73; tenure, p = .86). 

 

Validity of Network Ability. 

To substantiate the efficacy of the measurement, we conducted confirmatory factor analysis 

(CFA) using LISREL 8.7 (Jöreskog & Sörbom 1996). As indicated by Hair, Anderson, 

Tatham and Black (1998), the CFA results were a good fit (χ
2

(9) = 26.02 (p = .00), χ
2
/df = 2.89, 

GFI = 0.93, CFI = 0.99, RMSEA = 0.065, RMR = 0.017).  

 

Measurement Model 

Convergent validity. We tested the hypothesised four-factor model to evaluate whether 

each measurement item would load significantly onto the corresponding scales. As indicated 

by Hair et al. (1998), the results were a good fit (χ
2

(129) = 300.78 (p = 0.00), χ
2
/df = 2.33, GFI 

= 0.93, CFI = 0.98, RMSEA = 0.055, RMR = 0.045). The CFA results showed a significant 

relationship between each indicator variable and its respective construct (p < .01). 

Consequently, the proposed relationships among the indicators and constructs were 

established and thus considered convergent (Hair, Anderson, Tatham & Black 1998). 

  

Discriminant validity. As proposed by Bagozzi and Yi (1988), the correlation between 

each pair of constructs was constrained to 1.0. The chi-square for the constrained model was 

subsequently compared with that of the unconstrained model. A significantly lower 

chi-square for the unconstrained model implies that the constructs are not perfectly correlated, 

which supports the discriminant validity of the scales. For all six pairs of the constructs, the 

chi-square for the unconstrained model was significantly lower (p < .01) than that of the 

constrained model (See Table B in the Appendix). 

 

Path Analysis and Model Comparison 

Hypothesis test. To examine whether H1 ~ H5 would be supported in the proposed 

model, the hypotheses were tested (Table 2), and the following results indicated that the 

constructs were a good fit for the model (χ
2

(129) = 305.43 (p = .00), χ
2
/df = 2.37, GFI = 0.93, 

CFI = 0.98, RMSEA = 0.055, RMR = 0.043, PGFI = 0.70; Hair et al. 1998). Although the 

p-value was zero, the ratio of chi-square to the degree of freedom was 2.37 (305.43/129). The 

findings indicate that the hypothesised positive relationship between on-the-job 

embeddedness and sales performance was non-significant (ON  PER, γ21 = 0.12, t = 0.95), 

and the hypothesised positive relationship between off-the-job embeddedness and sales 

performance was also non-significant (OFF  PER, γ22 = 0.03, t = 0.50). Thus, H1 and H2 

were not supported. The results, however, showed a significant relationship between 

on-the-job embeddedness and internal job satisfaction (ON  SAT, γ11 = 1.00, t = 10.43). 

The positive influence of off-the-job embeddedness on internal job satisfaction was also 

significant (OFF  SAT, γ12 = 0.17, t = 4.06). Moreover, the results confirmed that the effect 

of internal job satisfaction on sales performance was significant (SAT  PER, β21 = 0.21, t = 

2.07), thereby supporting H3 ~ H5. 
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Table 2: Test on the Hypothesised Model: Comparison and Path Coefficients 

 
 

 

Path 

Hypothesised model 

(unconstrained 

model) 

Model comparison 

Model 1 

(γ21 & γ22 constrained)  

Hypothesis 

On-the-job embeddedness Sales performance (γ21) 0.12 (0.13) 0.95  H1  

Off-the-job embeddedness Sales performance  (γ22) 0.03 (0.05) 0.50  H2  

On-the-job embeddedness  Internal job satisfaction 

(γ11) 

1.00 (0.10) 10.43* 1.00 (0.10) 10.44* H3 + 

Off-the-job embeddedness Internal job satisfaction 

(γ12) 

0.17 (0.04) 4.06** 0.17 (0.04) 4.18** H4+ 

Internal job satisfaction  Sales performance (β21) 0.21 (0.10) 2.07* 0.30 (0.06) 4.96* H 5+ 

* p < 0.05; ** p < 0.01 

 

Model comparison. The discussed results for the unconstrained model show that the 

relationship between job embeddedness and sales performance was mediated by internal job 

satisfaction. As recommended by Bentler and Bonnett (1980), we compared the 

unconstrained model with other potential models of the data to assess its superiority. 

Subsequently, the parameter estimates were constrained, including ONPER (γ21) and 

OFFPER (γ22), to identify the mediating role of job satisfaction. The constrained model fit 

showed that χ
2

(131) = 306.58, GFI = 0.93, CFI = 0.98, RMSEA = 0.054, RMR = 0.044, PGFI = 

0.71 (Table 2). Then, a chi-square difference test was performed to evaluate the difference in 

fit between the unconstrained and constrained models. The difference between the two 

chi-square values in this analysis were non-significant (Δχ
2

(2) = 1.15). Accordingly, the 

hypothesised full model can be considered as having a pivotal mediating role in the 

relationship between job embeddedness and sales performance (Figure 1).    

 

 

 

 

 

 

 

 

 

 

 

Equivalence of Measurement Models across Groups 

We further performed CFAs to test the adequacy of the measurement model across the groups. 

The equivalence of the measurement across the groups was assessed using hierarchical tests, 

as outlined by Bollen (1989), the results of which are summarised in Table C in the Appendix. 

The model unconstrained first provided a baseline χ
2
 for further comparisons, and the results 

showed a good measurement model fit (χ
2

(258) = 465.79 (p = .00), GFI = 0.90, CFI = 0.95, 

RMSEA = 0.057, RMR = 0.066), and further steps were taken to test the equality of the high 

Figure 1: Results of the Hypothesised Model 

 Internal job 

satisfaction 

On-the-job 

embeddedness 

Off-the-job 

Embeddedness 

Sales 

performance 

H5. 0.21*** 

H3. 1.00 *** 

H4. 0.17*** 

H1. 0.12 

H2. 0.03 
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and low network ability groups. These analyses showed that the measurement models were 

invariant across the groups at the loading (Lambda), error variance (theta delta) and 

co-variance levels (Models 2, 3 and 4; Table C in the Appendix). Subsequently, the 

measurement model with invariance was applied in the two-group structural model analyses.   

 

Structural Effects across the Groups 

As with the path hypothesised in Model 1 (Table 2), this study applied a two-group structural 

analysis to test the effects of network ability (ON  SAT  PER, OFF  SAT  PER) in 

each group (Model 5), and compared each with a second model that included the direct 

effects (Model 6). Consequently, the two-group model with the indirect effects of job 

embeddedness on sales performance (Model 5) obtained the following results: χ
2

(262) = 470.26 

(p = .00), GFI = 0.90, CFI = 0.95, RMSEA = 0.057, RMR = 0.058, PNFI = 0.77. Meanwhile, 

the low network ability group indicated: γ11 = 0.18 (t = 5.75), γ12 = 0.10 (t = 1.18), β21 = 0.26 

(t = 2.67), and the high network ability group indicated: γ11 = 0.87 (t = 6.00), γ12 = 0.15 (t = 

3.45), β21 = 0.34 (t = 3.42). Furthermore, the direct effect paths added in Model 6 were 

non-significant, and there was no significant improvement in fit (△χ
2
 (4) = 4.47) over Model 5 

(χ
2

(258)=465.79 (p=.00), GFI=0.90, CFI=0.95, RMSEA=0.057, RMR=0.053, and PNFI=0.76).  

Different effects were observed in the structural paths from job embeddedness to internal job 

satisfaction in the two groups (Figures 2 and 3), thereby supporting H6.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

   

 

Internal job 

satisfaction 

On-the-job 

embeddedness 

Off-the-job 

embeddedness 

Sales 

performance 

0.18 *** 

0.10 

Figure 2: Low Network Ability  

0.26*** 

0.34*** 
 Internal job 

satisfaction 

On-the-job 
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Off-the-job 

embeddedness 

Sales 

performance 

0.87 *** 

0.15*** 

Figure 3: High Network Ability  
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CONCLUSION 

 

Discussion 

In this study, we examined how to enhance a financial salesperson’s performance based on 

theories of job embeddedness. The findings indicate that on- and off-the-job embeddedness 

neither directly nor significantly affected sales performance. The effect, however, becomes 

significant after internal job satisfaction was introduced as mediating variable. These findings 

are consistent with the assertion that embedded resources are indicative of personal 

motivation to work (Mitchell et al. 2001; Lee et al. 2004; Gorgievski & Hobfoll 2008). 

Furthermore, the findings of this study show that network ability can cause a significant 

structural difference in the model path across the groups. On-the-job embeddedness rather 

than off-the-job embeddedness can effectively assist a salesperson with lower network ability 

to achieve internal job satisfaction. Moreover, a salesperson with higher network ability can 

draw on both on- and off-the-job embeddedness to significantly increase their internal 

satisfaction to improve their sales performance. 

 

The results of this study differ from those reported in previous studies that have applied job 

embeddedness to explain approaches to enhancing the job performance of employees. This 

research shows that both on- and off-the-job embeddedness could have a significant effect on 

the sales performance of field service employees through internal job satisfaction. The 

concept of off-the-job embeddedness reflects how the strong force resulting from social 

relationships outside of an organisation can constrain an employee from leaving their job 

(Lee et al. 2004). Such embeddedness is also a primary source of informal power or social 

influence for field service employees. A salesperson who knows how to manage social 

relationships outside of their organisation (i.e., off-the-job embeddedness) would be able to 

achieve higher internal job satisfaction, thereby improving their sales performance.  

 

This research also confirms the mediating effect of internal job satisfaction between job 

embeddedness and sales performance. A crucial finding of this research indicates that both 

on- and off-the-job embeddedness indirectly affects sales performance via internal job 

satisfaction. Accordingly, if a salesperson wanted to enhance their performance, it would be 

insufficient to simply enhance their job embeddedness. The salesperson should first attempt 

to apply job embeddedness to obtain a certain level of internal satisfaction. Without this 

precondition, they would experience difficulty achieving their sales goals. 

 

Furthermore, the concept of network ability extends theories of job embeddedness. In early 

years, job embeddedness was considered a solid relational state that an employee created 

through social relationships. Higher organisational embeddedness leads to improved results 

in an employee’s behaviour. In the context of socialisation, increased political power has been 

considered a crucial factor for developing an employee’s organisational socialisation, and 

network ability has been considered a key competency that is indispensable to this cause 

(Ferris et al. 2005).  

 

Implications 

The findings of this study offer the following practical and managerial implications. For 

salespeople, the practical implications include the improvement of sales performance, which 

can be achieved through sustained satisfaction derived from embedded social relationships. 
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Therefore, salespeople who build relationships inside or outside of their organisation should 

consider whether the social network on which they rely can assist in the procurement of 

critical resources.  

 

Network ability also plays a key role for sales managers to create productive jobs. Firms can 

divide sales roles into subtypes that are designed specifically to meet customer needs. For 

salespeople with greater network ability, relationship-building skills should be applied to 

develop customer relationships in diverse markets. Therefore, salespeople primary tasks 

should be centred establishing customer relationships. Conversely, salespeople with lower 

network ability can achieve internal job satisfaction through on-the-job embeddedness. 

Accordingly, those with lower network ability should focus on maintaining customer 

relationships. For example, insurance salespeople with lower network ability could be 

assigned to manage orphan policies, provide customer services or collect insurance 

premiums. 

 

Moreover, salespeople with lower network ability should focus on interpersonal relationships 

within their organisation. Managers can create mechanisms or environments that assist this 

type of employees in improving their network ability to increase their job embeddedness by 

encouraging them to participate in interpersonal activities that are relevant to their jobs. This 

endeavour can contribute to higher internal job satisfaction, thereby becoming a primary 

source of motivation to improve their sales performance. In addition to the selection of 

eligible salespeople, firms can provide sales employees with appropriate education and 

training to advance their social skills.  

 

Limitations and Future Research Suggestions 

First, the sample used in this study was limited to salespeople. Future research should 

continue to examine the effects of job embeddedness on employees’ job attitude and 

performance in other industries. For example, a similar investigation could be conducted to 

examine employees in non-profit or other public-interest institutions. Although it is difficult 

to comprehensively evaluate their job performance, those engaged in public-interest jobs tend 

to pursue vocations that provide intrinsic psychological rewards. Moreover, achieving their 

job objectives depends considerably on their interpersonal relationships outside of their 

organisation. Hence, off-the-job embeddedness for employees in other sectors might also play 

a critical role in improving their job performance. Further research in this domain would 

elucidate the validity of this assertion.  

 

Second, we did not consider the role of attitudes apart from job satisfaction. Although job 

satisfaction reflects an employee’s perceptions toward people and things related to their job, 

this concept is inadequate for explaining the motivation behind an employee’s job 

engagement, which has been considered a key concern for managers (Klein 1989; Landy & 

Becker 1987). Thus, future research should consider other variables related to motivation. For 

example, vigour could be examined as a potential outcome of job embeddedness. Carmeli, 

Ben-Hador, Waldman and Rupp (2009) reported that managers’ relational behaviours 

intended to induce the development of employees’ social capital can boost vigour and further 

improve their job performance. Given that job embeddedness can yield considerable social 

capital, employees with higher job embeddedness might also exhibit higher levels of job 

vigour. Empirical work related to these relationships would likewise be illuminating. 
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Finally, this study examined the individual differences among salespeople only. We have not 

observed the effect of managers’ leadership styles on the job embeddedness of salespeople. 

Recently, there has been an increasing trend among organisational studies on the effects of a 

manager’s relational network on employees’ job performance (Carmeli et al. 2009; 

Venkataramani, Green & Schleicher 2010). For example, Carmeli et al. (2009) reported that a 

manager’s relational behaviours can have a direct effect on employees’ bonding social capital, 

thereby affecting the job performance of employees. Similarly, Venkataramani et al. (2010) 

indicated that a manager’s network structure can have a considerable effect on the relational 

interactions between managers and employees. These studies show the effect of a manager’s 

network structure on employees’ job satisfaction. Further investigation in this area could 

benefit from observing the effect of a manager’s relational leadership on his or her 

employees’ job embeddedness. 
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Appendix 

 
Table A: Measures of studied constructs 

Constructs Measures 

On-the-job embeddedness (α = 0.85) 

 

1. I must interact with coworkers on my daily work. (link) 

2. I like my work schedule (e.g. flextime, shift). (fit) 

3. I like the authority and responsibility I have at this company. 

(fit)   

4. I would sacrifice a lot of friends if I left this job. (sacrifice) 

5. I would incur very few costs if I left this organization. (sacrifice) 

6. The benefits are good on the job. (sacrifice)   

Off-the-job embeddedness (α = 0.81) 1. My family roots are in the community where I live. (link) 

2. I regularly visit persons in the community. (link) 

3. I enjoy leisure time in the community near my house. (link) 

4. I have good relationships with neighbors in the community. (fit) 

5. Leaving this community would be very hard. (sacrifice) 

6. I would give up a lot of things I like if I left this community. 

(sacrifice) 

Internal job satisfaction (α = 0.82) 

 

1. The feeling of accomplishment I get from the job.  

2. The feeling of recognition I get on this job from my relatives 

and friends.  

3. The praise I get for doing my job.  

Sales performance (α = 0.70)  

 

1. Average monthly first-year premium (FYP) in the past year. 

(NT.)  

□ under 3  □3-7    □8-12   □13-17   □above 17 (ten thousand) 

2. Total first-year commission (FYC) in the past year. (NT.)  

□ under 21 □ 21-50 □51-80  □81-110  □above 110 (ten thousand) 

3. The number of customers visited a week.  

□ 1-4 □ 5-7 □8-10  □11-13  □above 15 (person) 

Network ability (α = 0.93) 

 

1. I spend a lot of time and effort at working with others. 

2. I am good at building relationships with influential people at 

work.  

3. I have developed a large network of colleagues and associates at 

work whom I can call on for support when I really need to get things 

done. 

4. At work, I know a lot of important people and am well 

connected. 

5. I spend a lot of time at work developing connections with others.  

6. I am good at using my connections and networks to make things 

happen at work. 
The items use a 5-point Likert scale format rating from 1 (strongly disagree) to 5 (strongly agree). 

 

 

Table B: Chi-square comparison 

Unconstrained model 

χ
2

(129)= 300.78 (p=0.00) 

Equal between constructs 

 

Constrained model  

χ2 (df =130) 

Comparison** 

△χ2 (df =1) 

ψ(ON, OFF)=1 886.85 586.07 

ψ(ON, SAT)=1 481.01 180.29 

ψ(ON, PER)=1 572.02 271.24 

ψ(OFF, SAT)=1 776.62 475.84 

ψ(OFF, PER)=1 589.47 288.69 

ψ(SAT, PER)=1 564.98 264.20 
** Model comparison is significant at 0.01 level. 



43 
Cheng & Chang - The role of satisfaction with job embeddedness in network ability 
 

 

Asia Pacific Journal of Business and Management, 2014, Volume 5(1), 23-43 ISSN 1179-626X 

© C-Y Cheng & J-N Cheng 

 

 

Table C: Two-group confirmatory factor analysis 

 

 

Model 

 

 

 

Baseline model 

Model comparison 

Model 2 

Equality of  

factor loading 

Model 3 

Equality of  

error variance 

Model 4 

Equality of 

covariance 

χ
2
 465.79 483.22 504.13 513.38 

Df 258 276 294 300 

Δχ
2

(df)  17.43 (n.s.) 20.91 (n.s.) 9.25 (n.s.) 

RMSEA 0.057 0.055 0.054 0.054 

RMR 0.066 0.069 0.068 0.070 

CFI 0.95 0.95 0.95 0.95 

GFI 0.90 0.89 0.89 0.89 
n.s. at α = 0.05 significant level  

 

 


