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This study investigates the dysfunctional outcomes of salesperson job embeddedness as moderated by job
satisfaction. Our findings suggest that among salespeople with low job satisfaction, organizational job
embeddedness is positively linked with organizational deviance, interpersonal deviance, and customer-
directed deviance. However, among salespeople with high job satisfaction, job embeddedness is negatively
linked with organizational deviance and not significantly linked with either interpersonal or customer-
directed deviance. The managerial implications of this study suggest that sales managers should be proactive
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the following: 1) more assertive communication of acceptable norms with salespeople, 2) proper
mentoring, 3) developing coordinated monitor and control systems, and 4) setting appropriate expectations
for new hire salespeople by providing realistic job previews.
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“It may still not be true for all knowledge workers that the organization
needs them more than they need the organization. But for most of them, it is
a symbiotic relationship in which the two need each other in equal
measure.” (Drucker, 2008, p. 202)

1. Introduction

Effective salespeople represent a valuable asset to organizations due
to their extensive product knowledge and ability to convert that knowl-
edge into profitable customer relationships. Therefore, it is not surpris-
ing that marketing managers are increasingly concerned with drivers of
salesperson commitment (DeConinck, 2011; Richardson, 1999). One
such phenomenon that taps into why salespeople remain with their
organization is job embeddedness. Job embeddedness refers to an
anti-withdrawal work state whereby employees become forcibly
entangled in an occupational web that makes it undesirable for them
to leave the organization (Mitchell, Holtom, Lee, Sablynski, & Erez,
2001). Interestingly, research demonstrates that job embeddedness
is a stronger predictor of behavioral outcomes than organizational
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commitment (Holtom & Inderrieden, 2006). Whereas commitment
stems from a sense of obligation to the organization, job embeddedness
describes a situational circumstance where the benefits of leaving
are exceeded by the switching costs. These switching costs include:
1) professional/social bonds made within the organization or communi-
ty 2) perceived congruence with work/non-work environments, and
3) perceived sacrifices that will be made upon leaving the organization.
Given the relatively high turnover rate in the sales industry (Richardson,
1999), it is conceivable that some salespeople who remain on the job
may do so because of constraints that render them unable to leave. If
this is the case, what are the behavioral ramifications of being “stuck
with a job?” That is, could there be a ‘dark side’ to salespeople being
stuck on the job? For instance, production deviance, a form of organiza-
tional deviance whereby salespeople drain company resources by
shirking or avoiding job duties and responsibilities is less detectible
than sabotage or theft. Similarly, salespeople may report “working
from home” but not do much work at all, neglect supervisor instruc-
tions, withhold effort on the job, or even infringe on a co-worker's terri-
tory. Do salespeople who are embedded or “stuck” react by engaging in
such behaviors whether those behaviors are directed at their organiza-
tion, other co-workers, or their customers (or even all three entities)?
Conversely, what prompts other embedded salespeople to respond
more constructively to job embeddedness?
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Thus, the purpose of this study is to examine the impact of occupa-
tional factors on salesperson deviance. So far, the effect of job
embeddedness on deviant or counterproductive employee behavior
has been mixed and unclear. One stream of research suggests that
job embeddedness acts as a deterrent to workplace deviance (Avey,
Keke, & Holley, 2015; Crossley, Bennett, Jex, & Burnfield, 2007;
Holtom, Burton, & Crossley, 2012). That is, embedded employees feel a
sense of obligation to their organizations (or in some cases fear of
reprisal) and are less likely to violate organizational norms as a result.

On the other hand, conflicting research suggests that job
embeddedness is not always beneficial and may actually increase
the prevalence of counterproductive behaviors (Marasi, Cox, &
Bennett, 2016). In view of this complexity, we assert that job satisfaction
should be explored in the relationship. Specifically, we believe that one's
job satisfaction may interact with or moderate the embeddedness-
workplace deviance relationship. Put differently, the conversion of job
embeddedness into workplace deviance should be regulated by how
content salespeople are with their jobs. Whereas salespeople that are
happily ‘stuck’ may be less likely to engage in behaviors that jeopardize
their employment; their counterparts may be more likely to do so. As
such, we offer a study that provides empirical, theoretical, and manage-
rial implications to further illuminate the role of job satisfaction as fur-
ther explanation to the influence of job embeddedness on employee
deviant behaviors.

2. Theoretical framework and hypotheses
2.1. Organizational job embeddedness

With the rising costs of turnover spreading rapidly across industries,
a growing body of research has focused on the impact of job
embeddedness in controlling voluntary turnover (Crossley et al., 2007;
Holtom, Mitchell, & Lee, 2006; Lee, Mitchell, Sablynski, Burton, &
Holtom, 2004). Voluntary turnover is strikingly higher in the sales in-
dustry with turnover rates consistently doubling the national average
in comparable industries (Richardson, 1999). Job embeddedness
consists of two dimensions: organizational embeddedness and commu-
nity embeddedness (Mitchell et al., 2001). Organizational job
embeddedness (OJE) refers to the accumulated affective and non-
affective job related constraints (links, fit, and sacrifice) which enmesh
employees in a specific job within a specific organization (Harris,
Wheeler, & Kacmar, 2011). Community embeddedness represents the
collective forces that are extrinsic to the organization and its affiliates
that bind employees to the job (social ties in the community, relocation
anxieties, and family pressures to remain). Previous research indicates,
however, that OJE has a higher predictive ability as related to work atti-
tudes and behaviors (Lee et al., 2004; Mitchell et al., 2001; Thau,
Crossley, Bennett, & Sczesny, 2007). Accordingly, the scope of this re-
search is focused on job embeddedness with respect to the organization.
Embedded salespeople may feel compelled to remain on the job due to
personal links with the organization and/or its members (managers, co-
workers, customers), feelings of compatibility between skills and the
particular sales job, or to protect resources/relationships which may
be forfeited by leaving the job (established rapport with clients, sales
perks and incentives, personal status and reputation within the organi-
zation). Hence, OJE may be one way to minimize the high rate of volun-
tary turnover among sales personnel.

Inductive reasoning would suggest that if salespeople are vulnerably
attached to a job because of financial or social obligations, it would be in
their best interest to avoid behaviors that may endanger their employ-
ment status. In support of this concept, research indicates that highly
embedded employees report significantly less organizational deviance
behaviors such as volitional absences (Lee et al., 2004). Other studies
suggest that employees experiencing higher job embeddedness are
less likely to engage in counterproductive behaviors at work even
when confronted with organizational shocks (Holtom et al., 2012).

Similarly, Thau et al. (2007) propose that social bonds of attachment de-
veloped by employees with their organizations may act as a deterrent
against harmful anti-social work behaviors. By the same token,
those with weaker organizational bonds may be less restrained
when it comes to breaking the rules. Hence the advantages of job
embeddedness include the reduction in employee deviance behaviors
as well as a reduction in voluntary turnover which is a substantial cost
to organizations. On the other hand, there may also be disadvantages
associated with employee job embeddedness. Namely, feeling “stuck”
may result in reactance against the source of external control. Reactance
theory (Brehm, 1966; Wortman & Brehm, 1975) suggests that
individuals will react against the feeling of being controlled, be that by
other individuals or by circumstances (e.g. inability to transfer one's
pension/job skills to a new job). Individuals experiencing such feelings
of control engage in greater amounts of reactionary behavior (Allen &
Greenberger, 1980; Bennett, 1998; Lawrence & Robinson, 2007), in
effect “acting out” against the perceived control. The target may be the
perceived agent of control, or it may be displaced aggression such as
Allen and Greenberger's observation of greater graffiti and sabotage
among public housing residents who perceived that their choices to
be largely controlled by others. Such behaviors may be especially
harmful when “low risk” targets include co-workers and/or customers.
According to displaced aggression theory, employees often take an in-
discriminate retaliation approach when confronted with a negative
work situation (Dollard, Miller, Doob, Mowrer, & Sears, 1939). That is,
aggressive behaviors are not always reciprocal and can be randomly
displaced onto others who are not directly involved in the situation
(e.g. coworkers, customers). For example, salespeople may redirect
aggression onto co-workers since shared membership within the
organization and a common workspace makes one's associates a conve-
nient target. Moreover, overt organizational harm poses a substantially
higher risk to job security than more inconspicuous anti-normative
work behaviors such as harassing co-workers or taking advantage of
customers (Thau et al., 2007).

2.2. Workplace deviance behaviors

In the current study, we examine how job embeddedness influences
workplace deviance behaviors among salespeople. Within the market-
ing literature, deviance has been increasingly studied. Within recent
years, a growing body of marketing research has examined the anteced-
ents and consequences of salesperson deviance (Choi, Dixon, & Jung,
2004; Darrat, Amyx, & Bennett, 2010; Harris & Ogbonna, 2002; Jelinek
& Ahearne, 2006, 2010; Yoo & Frankwick, 2013). Salesperson deviance
refers to voluntary frontline behaviors that violate organizational
norms and are opportunistically directed at the organization, its mem-
bers, or external constituents (Darrat et al., 2010). In contrast to tradi-
tional deviance measures, salesperson deviance captures frontline
behaviors that are specific to the boundary spanning role. Counterpro-
ductive workplace behaviors such as stealing from work or sexual
harassment of coworkers or customers are estimated to cost employers
billions of dollars annually (Levinson, 2010; Taylor, 2007). Since sales
work is often solitary, deviance may be more likely to occur. Specifically,
industrial salespeople spend a considerable amount of time outside of
the office generating leads, developing prospects, and managing client
relationships, all of which may lend to more workplace deviance
behavior opportunities.

Over the past several decades, the management literature investi-
gating the precursors and outcomes of workplace deviance has grown
(Berry, Ones, & Sackett, 2007; Bolin & Heatherly, 2001; Breaugh, 1981;
Dalal, 2005; Skarlicki & Folger, 1997). The heightened research concern
is consistent with projections which estimate that deviant employee
practices such as theft and fraud cost businesses around $50 billion a
year (Coffin, 2003). Workplace deviance refers to intentional employee
behaviors which violate organizational norms and, in so doing, threaten
the wellbeing of the organization or its members (Robinson & Bennett,
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1995). The dysfunctional behaviors measured by scales of employee
deviance or counter-productivity may be directed at either the organi-
zation itself (e.g., tangible/intangible company theft such as property
or time) or at (other) organizational members (e.g., antagonizing
co-workers). While customers are not considered to be targets in
Robinson and Bennett's original conceptualization of employee devi-
ance, harming customers is an indirect way to harm the organization
(as doing so may result in damages to the organization's reputation
and even in lawsuits). Surprisingly little research has been done related
to customer-directed deviance (see Jelinek & Ahearne, 2010).

According to Bennett and Robinson (2003), three major deviance
conceptualizations exist within the literature: a) deviance as a reaction
to work experiences, b) deviance as a reflection of personality, and
) deviance as an adaptation to the social context at work. It is our
contention that the first perspective (deviance as a reaction to work
experiences) is most relevant to the dynamics of the sales environment.
In some instances, salespeople may act inappropriately as a behavioral
expression of their discontent with less than ideal conditions on the
job (neglect, poor interpersonal work relationships, etc.). Research
suggests that employees subjected to unfair treatment will likely
express their resistance through violation of organizational norms
(Lawrence & Robinson, 2007). In fact, a recurring theme in the deviance
literature is that anti-normative behaviors are often implemented as a
restorative measure against perceived inequities. For instance, Jelinek
and Ahearne (2006) provide anecdotal evidence that salespeople
suffering from role overload seek retribution through work avoid-
ance and defiant behaviors that allow them to openly express their
frustrations. Similarly, it has been suggested that overworked sales-
people counteract excessive work hours through engagement
in deceptive sales tactics and/or lashing out against customers
(Jelinek & Ahearne, 2010).

The construct of salesperson deviance is comprised of three compo-
nents: organizational, interpersonal, and customer-directed deviance
(Darrat et al., 2010). Organizational deviance represents destructive
behaviors that are in contrast with organizational norms and are
directed at the organization itself. Such behaviors include withholding
effort on the job, insubordination, or being late for sales meetings
without permission. Interpersonal deviance reflects destructive
salesperson behaviors that violate organizational norms and are
directed at the internal members of the organization. Examples of in-
terpersonal deviance include acting rudely toward co-workers,
embarrassing others at work, or saying hurtful things to coworkers.
The destructive effects of interpersonal deviance are not limited to
intra-salesperson relationships since hostilities between salespeople
often spill over into customer relationships. Customer-directed
deviance refers to counterproductive frontline behaviors that violate
organizational norms and are directed at customers. Examples
include intentionally mistreating customers, ridiculing them, and/or
“bad mouthing” them in their presence or absence.

2.3. Job satisfaction

In the current study, we consider the possible effect of salesperson
job satisfaction as a moderator (i.e., having an interaction effect)
within the job embeddedness-workplace deviance relationship.
In our current study, we believe that job satisfaction may help to
explain how job embeddedness may result in both positive and
negative work outcomes.

We contend that job satisfaction may have a significant moderating
effect on the workplace deviance outcomes of salesperson job
embeddedness. In other words, if one is embedded in an organization
due to job-specific skills or an attachment to coworkers, and is also
satisfied with their work experience, they are likely to be productive
good citizens. However, if they are embedded (i.e., “stuck”) due to pen-
sion vesting or non-transferable, job-specific skills, and are dissatisfied
for whatever reason, they are likely to experience reactance and to

engage in workplace deviance as a way to regain control. This reaction-
ary behavior may be directed at the organization, coworkers or at the
customer. Research suggests that employees who perceive high levels
of trust in the organization share a deeper attachment to the organiza-
tion and its members and as a result, are less likely to engage in dysfunc-
tional behaviors (Crossley et al., 2007). Similarly, we contend that
salespeople that are highly embedded and satisfied will be less likely
to jeopardize their work conditions by engaging in workplace deviance.
As such, we propose the following hypotheses:

Hypothesis 1. Among low job satisfied salespeople, organizational job
embeddedness (OJE) will be positively related to (a) organizational de-
viance, (b) interpersonal deviance, and (c) customer-directed deviance.

Hypothesis 2. Among high job satisfied salespeople, organizational job
embeddedness (OJE) will be negatively related to (a) organizational de-
viance (b) interpersonal deviance, and (c) customer-directed deviance.

3. Methodology
3.1. Sampling procedure and data collection

The sample consists of 561 business to business salespeople. Surveys
were collected electronically through a national consumer panel of
pre-screened pre-qualified volunteers who participated by using
services provided by a registered online survey platform. A random
sample of 3050 salespeople from a diverse set of industries was invited
to participate in the survey and received a corresponding web link.

Of the panel members invited, 950 members (31.14%) visited the
online survey website. Among the panel members who visited the
online survey website, 592 responded to the survey, yielding a response
rate of 62.31% (thus, a 19.41% response rate was obtained regarding the
initial 3050 members who received an invitation to participate).
Members of the panel who participated in the study received a small
incentive with an approximate value of $6.00 in redeemable points as
a reward for responding to the online survey. Among the 592 survey
respondents, 31 participants (5.24%) failed to complete the survey,
yielding a total of 561 respondents. Respondent confidentiality was
also ensured since the online survey company collected the electronic
surveys and made the input data available to the researchers on a
website without identifying individual participants.

Using online panel data has both advantages and disadvantages.
Disadvantages include a higher dropout rate than among conventional
methods (Birnbaum, 2004), and a restriction to users who have access
to the internet which has become less of a concern as internet usage
has become widespread. Advantages include access to a large national
sample, clean data (entered directly by respondents without researcher
coding errors), and access to a specialized group of respondents
(Birnbaum, 2004), in this case industrial salespeople. Moreover, high
quality business journals have steadily become more accepting of online
panel data in empirical research (e.g. Dreze & Zufryden, 2004; Punj,
2006). Despite the ongoing debate with regard to the effectiveness of
online data collection techniques, research indicates that both online
and traditional paper/pencil data collection techniques result in similar
covariance structures (Stanton, 1998).

Common method bias among the respondents was checked by
Harmon's One Factor Method (Podsakoff, MacKenzie, Lee, & Podsakoff,
2003). Variance explained by the first factor was 33.54%; and since
<50% of the variance was explained by a single factor, common method
bias was not considered a problem.

3.2. Measures
3.2.1. Organizational deviance

Organizational deviance refers to those counter-normative
behaviors aimed specifically at the organization itself (Bennett &
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Robinson, 2000). The current measure of organizational deviance is a
six-item scale used by Darrat et al. (2010) (previously adapted from
Bennett & Robinson, 2000).

3.2.2. Interpersonal deviance

Interpersonal deviance is characterized as intentional, norm-violating
behaviors directed at others in the workplace (Bennett & Robinson,
2000). The current measure for interpersonal deviance is an eight-item
scale used by Darrat et al. (2010) (also adapted from Bennett and
Robinson (2000)).

3.2.3. Customer-directed deviance

Customer-directed deviance occurs when a salesperson purpose-
fully engages in norm violating behavior directed at consumers
(Darrat et al., 2010). Customer-directed deviance is measured by a
six-item scale originally developed by Darrat et al. (2010).

3.2.4. Organizational job embeddedness

OJE was measured with the job embeddedness scale developed by
Crossley et al. (2007). OJE is a global, reflective measure utilizing a
seven item scale designed to capture both organization and community
factors that work in concert to embed individuals within their current
job and organization. The scale has established reliability with Cronbach
alpha reported as 0.88 (Crossley et al., 2007).

3.2.5. Salesperson job satisfaction

Salesperson satisfaction was compositely measured with the scale
developed by Cammann, Fichman, Jenkins, and Klesh (1983). The
scale uses three items (with one item reverse scored) to describe an
employee's subjective response to working in his/her job and organiza-
tion. The construct is a global indicator of employee satisfaction with a
job and has extensively reported acceptable coefficient alpha values
ranging between 0.67 and 0.95.

3.3. Construct validity

Next, the measurements were tested for construct validity.
Construct validity can be assessed by examining the convergent
validity (i.e., factor loadings, construct reliability, and variance-
extracted), discriminant validity, and nomological validity.

3.3.1. Convergent validity

Results generally support the constructs' convergent validity. All
factor loadings are highly significant (p < 0.001), indicating adequate
scale convergence (Anderson & Gerbing, 1988). Construct reliability is
another indication of convergent validity. Cronbach alphas for the
constructs in the study range from 0.778 (organizational deviance)
to 0.941 (organizational job embeddedness). Construct reliability
estimates range from 0.786 (organizational deviance) to 0.942
(organizational job embeddedness). Thus, each of the scales meets
the acceptable cutoff value of 0.70 reliability for exploratory research
(Nunnally, 1978). Moreover, all but one (organizational deviance) of
the variance-extracted estimates (AVEs) are above 50%. Cronbach
alphas, construct reliability estimates, and AVEs for each of the
measures in this study are provided in Table 1

3.3.2. Discriminant validity

Discriminant validity was assessed using conventional proce-
dures (Fornell & Larcker, 1981; Gerbing & Anderson, 1988). Results
support discriminant validity where all variance-extracted estimates
(see Table 1) are greater than the squared & correlation estimates
between factors (see Table 2).

3.3.3. Nomological validity
An important aspect of construct validation is determining the
meaningfulness of measurements that may relate to other phenomena

similar to those in the study. Given the importance of nomic necessity
(Bagozzi, 1980), we sought to determine if the constructs exhibit a
robust nomological connection. Nomological validity was assessed
by examining correlations between the study's constructs and with
correlations between other relevant factors that could be theoretically
connected to the current study. All constructs were significantly
correlated in the logical direction, suggesting a strong nomological
connection. Overall, the results generally support the scales’ psycho-
metric properties. Therefore, the overall measurement model adequate-
ly represents the theorized constructs and is appropriate for use in
testing the structural model.

4. Analysis and results

The proposed model was tested using the two-step analytical
procedure recommended by Anderson and Gerbing (1988). That is,
the model constructs were analyzed first through CFA to assess the fit
between the items and the data. The second step of the process was
an evaluation of the model through SEM. AMOS 21.0 was used to assess
CFA and SEM. The proposed model is composed of 5 constructs and a
total of 29 items (see Table 1 for complete list of measurement items
and corresponding constructs).

First, the data were assessed using confirmatory factor analysis
(CFA). An initial CFA led to the deletion of 1 item from job embeddedness
based on a low loading estimate below the desired cutoff-level
(Anderson & Gerbing, 1988). After removal of the item, the model
provides an acceptable fit with x? value of 1297.6 and 367 degrees of
freedom (p < 0.001). The Comparative Fit Index (CFI) is 0.903 ap-
proaches the recommend 0.92 per Hair, Black, Babin, and Anderson
(2010), while the root mean squared error of approximation (RMSEA)
is 0.067 (below the recommended 0.08 cutoff per Hair et al., 2010).
Both the Goodness of Fit Index (GFI) 0.861 and the Parsimony Normed
Fit Index (PNFI) 0.787 appear acceptable (Mulaik et al., 1989). Table 1
illustrates the CFA results using the 29 items constrained congenerically.
Overall, these statistics support the measurement model.

4.1. Model fit

Next, the structural model was analyzed using SEM. First, the
overall model was analyzed (n = 561) with job embeddedness and
job satisfaction having only direct effects on the three deviance be-
haviors (i.e., without any moderation). The overall model yielded
the following fit statistics: x> = 1613.4, df = 370, CFl = 0.871, GFl =
0.831, and RMSEA = 0.077. All paths that were tested in the model
were significant at the p < 0.001 level. Regarding the path analyses,
job embeddedness was positively related to: interpersonal deviance
(t-value = 6.408), organizational deviance (t-value = 3.809), and
customer deviance (t-value = 4.946). Job satisfaction was
negatively related to: interpersonal deviance (t-value = —7.085),
organizational deviance (t-value = —6.027), and customer
deviance (t-value = —6.040)

To further test the model as hypothesized in Fig. 1, the SEM model
was analyzed with job satisfaction as a moderator (i.e. where the
sample was split into a two group sample based on high and low job
satisfaction). The sample was split approximately evenly with n =
277 in the low job satisfaction group and n = 284 in the high job satis-
faction group. In the low job satisfaction model, results approach an ad-
equate fit given the model parameters (Hair et al., 2010): > = 1041.7,
df = 296, CFI = 0.855, GFI = 0.782, and RMSEA = 0.096 (although
RMSEA is above 0.08). In the high job satisfaction model, an adequate
model fit is yielded with y? = 765.9, df = 296, CFl = 0.823, GFI =
0.827, and RMSEA = 0.075. A significant difference in chi-square
between the measurement and structural model indicates a poten-
tial lack of fit. Thus, a difference between the CFA measurement
(i.e. theorized model) and the structural model (SEM) chi-square
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Table 1
Standardized Confirmatory Factor Analysis (CFA) loading estimates.

Item Item description OJE SAT oD ID cD

OJE [ feel attached to this organization.® -

OJE It would be difficult for me to leave this organization. 0.896

OJE I’'m too caught up in this organization to leave. 0.893

OJE [ feel tied to this organization. 0.796

OJE I simply could not leave the organization that I work for. 0.853

OJE It would not be easy for me to leave this organization. 0.764

OJE I am tightly connected to this organization. 0918

SAT Allin all, I am satisfied with my job. 0.904

SAT In general, I do not like my job.” 0.687

SAT In general, I like working at my company. 0.866

oD I have arrived late to work and/or sales meetings without permission. 0.612

oD I have neglected to follow my supervisor's instructions. 0.724

oD I have put little effort into my work. -

oD I have spent too much time fantasizing or daydreaming 0.640
Instead of working. 0.579

oD I have refused to share relevant customer information with my organization. 0.604

oD I have “worked from home” but did not do much work at all. 0.531

ID I have said something hurtful to someone at work. 0.779

ID I have acted rudely toward someone at work. 0.777

ID I have publicly embarrassed someone at work. 0.806

ID [ have made an ethnic, religious, or racial remark at work. 0.649

ID I have cursed someone at work. 0.657

ID I have played a mean prank on someone at work. 0.745

ID [ have made a sale inside another coworker's territory - “territory grabbed.” 0.657

ID [ have deferred an undesirable customer to another coworker. 0.640

cD I have used deception to make a sale. 0.745

cD [ have intentionally delayed an order to punish a customer. 0.733

cD [ have used coercion on a customer to get an order. 0.761

cD I have knowingly sold a defective product or service. 0.784

cD I have provided poor service to a customer based on his/her inability to pay. 0.743

cD [ have made an ethnic, religious, or racial remark to a customer. 0.639
Average Variance Extracted (AVE) 0.731 0.679 0.382 0514 0.541
Construct reliability 0.942 0.863 0.786 0.893 0.876
Cronbach alpha 0.941 0.852 0.778 0.886 0.872
Mean 427 532 1.91 1.79 1.26
Standard deviation 1.84 1.61 1.61 1.40 0.876

@ Item deleted from scale.

b Reverse scored item; OJE = Organizational job embeddedness; SAT = Salesperson satisfaction; OD = Organizational deviance; ID = Interpersonal deviance; CD = Customer-directed

deviance.

values suggests that the model paths are not completely conforming
to what was hypothesized or theorized. (See Fig. 2 and Table 3.)

4.2. Structural coefficient estimates

The hypotheses were tested by analyzing the standardized
structural parameter estimates. The first hypothesis posits that
among low job satisfied salespeople, OJE will be positively related
to: (a) organizational deviance; (b) interpersonal deviance and
(c) customer-directed deviance. OJE was significantly and positive-
ly related to all three deviance measures. Thus, we found full sup-
port for Hla (t-value = 2.136; p < 0.033), H1b (t-value = 4.452;
p <0.001), and Hlc (t-value = 2.990; p < 0.003). Further, there
was partial support for Hypothesis 2, which predicted that among

Table 2
Phi correlations among factors.
Factor CD oD ID OJE SAT
cD 1.00
oD 0.625™ 1.00
ID 0.536™ 0.566™" 1.00
OJE 0.018 —0.077" 0.070" 1.00
SAT —0.136"" —0.220"" —0.143"" 0.694"" 1.00

CD = Customer-directed deviance.
0D = Organizational deviance.
ID = Interpersonal Deviance.
OJE = Organizational Job Embeddedness.
SAT = Salesperson Satisfaction.
* Correlation is significant at the p < 0.05 level.
** Correlation is significant at the p < 0.001 level.

high job satisfied salespeople, OJE would be negatively related
to: (a) organizational deviance; (b) interpersonal deviance and
(c) customer-directed deviance. OJE was significantly and negative-
ly related to organizational deviance H2a (t-value = —1.989;
p < 0.047). However, no significant relationship was found among
highly satisfied salespeople between OJE and either interpersonal
or customer-directed deviance.'

5. Discussion

In response to previous research (Jelinek & Ahearne, 2006), we
examine job embeddedness as a contextual antecedent of salesperson

! To further verify the moderation of job satisfaction in the proposed model, a post-hoc
analysis using hierarchical regression was conducted. In this model, direct effects and in-
teraction effects of both job satisfaction and job embeddedness on each of the three (3) de-
viances (organizational, interpersonal, and customer deviance) were tested through
hierarchical regression. This analysis yielded the following results: a) Direct effects of
embeddedness and satisfaction on organizational deviance are significant for R-Square
change at the 0.05 level (p < 0.04) and significant for F-value change at the 0.001 level; In-
teraction effects of embeddedness and satisfaction on organizational deviance are signifi-
cant for R-Square change at the 0.05 level (p < 0.02) and significant for F-value change at
the 0.001 level; b) Direct effects on interpersonal deviance are significant for R-Square
change at the 0.1 level (p < 0.06) and significant for F-value change at the 0.001 level; In-
teraction effects on interpersonal deviance are significant for R-Square change at the 0.05
level (p < 0.02) and significant for F-value change at the 0.001 level; and c) Direct effects
on customer deviance are significant for R-Square change at the 0.05 level (p < 0.03) and
significant for F-value change at the 0.001 level; Interaction effects on customer deviance
are significant for R-Square Change at the 0.05 level (p < 0.03) and significant for F-value
change at the 0.001 level. Finally, d) Overall, VIF values are relatively low (ranging from 1.1
to 1.7). In sum, these results of the hierarchical regression offer support and verification of
the moderating effects of satisfaction in the overall model.
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Fig. 1. Propsed job embeddedness model.

deviance. Specifically, we assess the central role of salesperson
satisfaction as a moderating (i.e. interacting) influence on dysfunctional
salesperson workplace behaviors. Furthermore, we examine these
relationships using structural equation modeling and our results
provide several academic and managerial contributions.

First, our results suggest that where low job satisfaction occurs,
OJE is positively related to all three (3) forms of salesperson
deviance.Research suggests that employees who are confined to a
job tend to create their own rules about what behaviors are accept-
able (Weick, 1993). At least in the case of dissatisfied salespeople,
the current study suggests that embedded salespeople are more like-
ly to violate a variety of work-related norms. By definition, embed-
ded salespeople are firmly implanted in their organizations as a
result of situational disincentives that preclude them from leaving.
Some of the sales-related disincentives that may be incurred upon
leaving include: the dissolution of workplace relationships, opportu-
nity costs incurred for territory abandonment, and forfeited compat-
ibilities or earned incentives with the organization. Our study offers
empirical evidence that for embedded industrial salespeople, satis-
faction appears to be a deterrent of dysfunctional behaviors. We
argue, however, that dissatisfaction provokes a reactionary response
from OJE salespeople.

In accordance with Crossley et al. (2007), we find that dissatisfied
and embedded salespeople cathartically distance themselves from
organizations that handcuff them by draining company resources,
antagonizing other members of the organization, and acting inap-
propriately with customers. For the most part, the organizational de-
viance measure used in this study represents production deviance
whereby salespeople shirk or avoid job duties and responsibilities.
To illustrate, examples of item content include: arriving late for
sales meetings without permission, neglecting supervisor
instructions, and minimizing efforts put forth on the job. Although
the deleterious impact of such offenses is less visibly apparent, orga-
nizational deviance is not a “victimless crime.” Salespeople are the
facilitators of value in the exchange process, meaning that their
productivity or intentional lack thereof has the potential to enhance
or undermine customer relationships.

Second, we also empirically support that OJE is negatively linked
with organizational deviance when job satisfaction is high. This finding
is important because it suggests a reversal of the relationship between
OJE and organizational deviance when job satisfaction shifts. Thus,
harmful behavior directed at the organization is less likely among
salespeople who are both embedded and satisfied with their jobs. It is
logical that satisfied-embedded salespeople would have much to lose
by harming the organization that provides them with a high level of
job satisfaction. On the other hand, and in accordance with reactance
theory, results suggest that dissatisfied-embedded salespeople are
more likely to retaliate against the source of the discrepancy, i.e. the
organization. Satisfied-embedded salespeople may be more ambivalent
about behaving deviantly with customers or colleagues if their job
satisfaction is less connected to workplace relationships or if they
perceive the negative consequences of misbehavior with customers or
coworkers to be less of a violation than organizational deviance.

Our finding is consistent with Lee et al. (2004) and Thau et al. (2007)
who suggested that embedded employees tend to avoid misconduct
or misbehavior in the workplace. Given that the prior literature
appears mixed with its results on the job embeddedness-workplace
deviance/counterproductive relationship our findings offer further in-
sight and explanation. That is, job satisfaction appears to be interacting
with the job embeddedness factor.

Also of interest in the current study was the result that among high
job satisfied salespeople, no relationship was found between OJE and
either interpersonal deviance or customer-directed deviance. This
result was quite different from the findings among low job satisfied
salespeople, where their OJE was positively related to interpersonal
and customer-directed deviance. Thus, where dissatisfied and embed-
ded salespeople may act out negatively toward all three major types
of targets (i.e., the organization, co-workers, and customers), satisfied-
embedded salespeople tend to respond more favorably only to their
organization. Again, perhaps more satisfied-embedded salespeople
seek to avoid behaving counterproductively toward their organization
because they may view their situation as desirable and do not want to
directly harm their relationship with their employer, particularly since
they are more satisfied at work and view themselves as less mobile.
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Fig. 2. Results of job embeddedness model.

Yet, satisfaction appears not to act as a deterrent for deviant reactions to
embeddedness directed at co-workers or customers. In other words,
satisfied ‘stuck’ employees are no more or less likely to engage in devi-
ance toward peers or customers.

The major implication of this current study is that organizations that
are not concerned with the satisfaction of their salespeople may be
provoking multiple forms of salesperson deviance (organizational,
interpersonal or customer-directed). If salespeople feel stuck, that
alone is not a cause for alarm. However, when salespeople feel stuck
and are dissatisfied in some way, such feelings may lead to workplace
deviance. Therefore, the first order of business appears to be devising
a way to keep salespeople more satisfied with their jobs, particularly
if they feel that they do not have any other options for mobility.
Alternatively, organizations may seek to reduce OJE among dissatisfied
employees in order to minimize the effects of likely reactionary
workplace deviance behaviors.

Salespeople differ in what impacts their satisfaction (e.g., expectancy
theory) therefore managers need to be committed to identifying such
factors. Soliciting feedback from salespeople through formal and
informal mechanisms is one way to identify salesperson satisfiers.

Table 3
Standardized structural path estimates for the overall theoretical model.

Path to: Low SAT path from OJE ~ High SAT path from OJE
Customer-directed deviance ~ 0.109"" —0.035
(2.990) —1.191
Interpersonal deviance 0.229"" 0.0060
(4.452) 0.117
Organizational Deviance 0.097" —0.090"
(2.136) —1.989

OJE = Organizational Job Embeddedness.
SAT = Salesperson Satisfaction.
* Is statistically significant (p < 0.05).
** s statistically significant (p < 0.01).
s statistically significant (p < 0.001).

Formal and systemic methods should be utilized as a means for provid-
ing anonymous responses for salespeople at any time, not just during
annual or semi-annual evaluations or reviews. Informal feedback should
be obtained from salespeople by encouraging sales managers to be
more proactive about receiving feedback from salespeople. Further, or-
ganizations need to elicit feedback from customers. Since customer-
directed deviance is one of the forms of counterproductive behaviors
identified in this study, sales managers need to communicate directly
with some of the customers served and find out how relationships
between salespeople and their clients are going. Customers who are
very dissatisfied with their sales reps may not share their views with
the salespeople but may be inclined to do so if approached by sales
managers. While customer discontent or dissatisfaction does not
necessarily imply that salesperson deviance has occurred, unhappy
customers are likely to expose customer or organizational deviance
that is occurring. Moreover, where salespeople work in selling teams,
interpersonal deviance may become more of a concern. In such in-
stances, anonymous and confidential feedback systems for salespeople
are critical since there is close interaction among sales team members.

Another way of handling dissatisfied salespeople, especially if
beyond the point of finding a way to increase their satisfaction, is
to reduce their embeddedness. Lowering the cost of exit, for exam-
ple, by reducing the time it takes to vest in pension programs and
allowing bonuses to be pro-rated before the end of the year are
ways to allow dissatisfied sales personnel to leave before they
engage in reactive destructive behaviors toward the organization,
their coworkers or customers.

6. Conclusion

In sum, creating an organizational culture where sales managers
seek to understand salespeople’'s motivation and satisfaction levels
seems to be one way that workplace deviance can be managed. Sales
managers should be rewarded for facilitating satisfaction-based
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feedback with all of their salespeople. Thus, having effective systems in
place to gather both direct and indirect information related to
salesperson satisfaction is essential. Such systems should gather
information (both formally and informally) from salespeople and their
customers alike. While a happy/satisfied employee is not always neces-
sarily a productive employee, the results of this study suggest
that embedded employees who are satisfied are likely to be better
behaved (i.e., less deviant). And unhappiness among embedded
employees may create a fertile environment for the development of
counterproductive salesperson behaviors.

As with any empirical research, this study is not without limitations.
First, we utilize a single source of data (industrial salespeople) in captur-
ing the constructs investigated in our model. It may be that the explored
relationships between variables have been inflated due to common
source variance. Although an empirical test for common method bias
suggests there was no such problem here; salesperson deviance is
comprised of objectionable behaviors in terms of the organization, and
salespeople may disguise and/or deflate their deviance for fear of
reprisal. While we recognize the potential for bias in single source
data collection, the procedure has been widely used in workplace
deviance research and provides reliable results when confidentiality
is ensured (Robinson & O'Leary-Kelly, 1998). In the current study,
respondents were anonymous to the researchers since the online
survey platform was responsible for collecting, organizing, and
distributing the data.

Another possible limitation was the similarity of the two major
factors in this study: job embeddedness and job satisfaction. Both
factors were relatively highly correlated and may have behaved similar-
ly. While multicollinearity is a possible influence of similar factors, VIF
results from a post-hoc hierarchical regression analysis suggested no
concern there. Also, the post-hoc hierarchical regression yielded both
direct and interaction effects of job embeddedness and job satisfaction,
thus offering further support for the moderation of job satisfaction.
In future research, other variables less similar to job embeddedness
should be considered for inclusion in the model such as possibly
organizational commitment or job autonomy.

Finally, this study represents a cross sectional research design and
readers should exercise caution in drawing any causal inferences.
Future research should employ experimental or longitudinal research
methods to enhance the validity of results and draw more valid causal
conclusions. However, this is not to say that the implications of this
study are any less useful. Our results are based on responses from a
diverse group of industrial salespeople employed in a wide variety of
industries. We provide a potential explanation for relationships
observed between salesperson traits, their work attitudes, and subse-
quent anti-normative behaviors. Finally, we hope that this manuscript
propels further exploration into the antecedents and consequences of
salesperson deviance.
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