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ABSTRACT

In recent years, job embeddedness has been the focus of extensive research because of
its relationship to employees’ turnover behavior. This research developed and tested a
model, with a sample of advertising managers, examining the role of perceived
supervisor support (PSS) as a mediator between organizational justice and job
embeddedness. Distributive justice, interactional justice, and procedural justice were
predictors of PSS. The relationship between organizational justice and job
embeddedness was indirect through PSS. The results have important implications for
controlling turnover.
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INTRODUCTION

Turnover has been an important area of study for many years because of its detrimental costs
to organizations [24, 25, 27]. A major reason that employees leave their jobs is the perception
they have not been treated fairly by their employers [3,17]. If employers better understood
causes of turnover, efforts could be made to reduce or eliminate issues that lead to turnover.
While models of turnover have been developed over the last 40 years, much of the variance in
turnover has not been predicted [27]. For this reason, job embeddedness was proposed by
Mitchell et al. [40] to account for unique variance in turnover not explained in previous models
based on job alternatives and job attitudes [26, 41]. Job embeddedness theory involves
examining forces that bind employees to their jobs [10]. In their meta-analysis of job
embeddedness, Jiang et al. [30] reported that after controlling for job alternatives, job
satisfaction, and organizational commitment, job embeddedness was related negatively to both
turnover intentions and actual turnover. In addition, beyond the influence of job alternatives
and job attitudes, unique variation in turnover is explained by job embeddedness [15].

While the initial focus of job embeddedness was with its relationship to turnover, in the past
few years, it has become an important area of research because of its relationship to important
job attitudes. However, research investigating the relationship between job embeddedness
and employees’ job attitudes is sparse. Recently, research has analyzed two variables,
perceived organizational support (POS) [4, 44] and organizational justice [10], and how they
influence job embeddedness. POS and organizational justice have been the focus of much
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research because of their relationship to important job attitudes and behaviors (see meta-
analyses by [9, 12, 13, 32, 47].

This study has two purposes. First, only two studies have investigated the relationship
between POS and job embeddedness (4, 44). However, no study has examined the influence of
perceived supervisor support (PSS), even though PSS and POS are highly correlated (46).
Intuitively, support from the supervisor, perhaps as much or more than support from the
organization, should be an important determinant of an employee’s decision to stay with the
organization. This study will examine the link between PSS, rather than POS, and job
embeddedness.

The second purpose of this study is to answer the question, what is the relationship between
organizational justice and job embeddedness? The two studies that examined the relationship
between organizational justice and job embeddedness have not included all three facets of
organizational justice (distributive, procedural, and interactional). Are all three components of
organizational justice antecedents of job embeddedness? Is organizational justice related
directly to job embeddedness or is the relationship mediated by PSS?

This study will extend prior research by examining the relationship among organizational
justice, PSS, job embeddedness, and turnover intentions. This study will develop and test
hypothesized relationships with a sample of advertising employees. Support for the
relationships is presented in the literature review.

LITERATURE REVIEW

Social Exchange Theory

Social exchange theory (SET) derived from the work of Gouldner [21] and Blau [6] and has
been used as a basis for both organizational justice and perceived support (14). Blau [6]
describes social exchange as “the voluntary action of individuals that are motivated by the
returns they are expected to bring and typically do in fact bring from others” (p. 91). Blau [6]
made an important contribution to SET by differentiating between economic and social
exchanges. Economic exchanges such as a pay raise or promotion involve specified obligations
while social exchanges involve unspecified obligations that cannot be bargained and create
future and enduring obligations between the parties.

Employees who perceive that the organization cares about them and treats them fairly will feel
an obligation to reciprocate through positive job attitudes and behavior [14]. Fairness
(organizational justice) can be viewed as a source of exchange or reciprocity. Employees who
perceive they have been treated fairly and that the organization supports them will feel an
obligation to reciprocate through their attitudes and actions [52].

Organizational Justice

Organizational justice consists of four dimensions: distributive justice, procedural justice, and
interactional justice, which is comprised of interpersonal justice and informational justice.
Although the presence of four distinct measures of organizational justice has been validated
[11], each form of justice involves employees’ assessment of the benefits received in exchange
for their contributions to the organization [13]. Organizational justice has been found to be an
important determinant of employees’ behavior [9, 11].

Distributive justice, derived in social psychology from the work of Homans [28] and Adams [1],
involves the perception of fairness in outcome decisions. Homans [28] argued that interaction

URL: http://dx.doi.org/10.14738/abr.71.5938. 138



Archives of Business Research (ABR) Vol.7, Issue 1, Jan-2019

between employees and employers establish expectations of exchange (i.e., distributive
justice). Employees expect to receive rewards based on their investments and of effort they
put forth. The determination as to what is fair is psychologically based and subjective.
Research indicates that distributive justice is linked to employees’ attitudes and behaviors [9,
12, 13].

Procedural justice focuses on the methods, mechanisms and processes by which decisions are
made [12] and effects employees’ view of the value of their association with the company
[38]. Thibaut and Walker’s [51] work concerning dispute resolution was the beginning of
procedural justice. Their research focused on examining whether a favorable outcome could
be mitigated by the perceived fairness of the process that was used to reach the decision.
Based on evaluating both the process stage and decision stage of the proceedings, they
concluded that the process by which the outcome was determined was, in some cases, more
important than the actual outcome.

Although employees may believe that a reward is unfair, they will feel obligated to reciprocate
to the organization through their attitudes and behavior, if the process by which the reward
was determined is perceived to be fair [50]. An important aspect of procedural justice is that,
when people have a voice in the process, they perceive it as fairer [20]. Research indicates that
an employee’s supervisor plays a key role in the perception of procedural justice [20].
Research found that distributive justice predicts an outcome directly relevant to the employee
such as pay satisfaction, while procedural justice is related to outcomes relevant to the
organization such as organizational commitment and trust [17, 20].

Interactional justice involves the interpersonal treatment employees obtain from management
and is less formalized than procedural justice [5]. It involves the level of respect, sensitivity,
and honesty shown by management when interacting with subordinates. Interactional justice
consists of two components: informational justice - the adequacy, timeliness, and truthfulness
of communications and interpersonal justice - politeness and respectfulness displayed during
the communications between the parties [12]. An important difference between procedural
justice and interactional justice is that perceptions of interactional justice are directed toward
the supervisor while procedural justice involves subordinates’ perceptions of fairness directed
toward the organization [38, 43]. Research found employees who receive an unfavorable
outcome decision are more likely to be accept the decision when management provides timely
information (informational justice) and treats them employees with respect (interpersonal
justice) [22].

Perceived Support

Based on social exchange theory, POS involves the degree to which the organization cares
about employees’ well-being and values their contribution [18]. Employees exchange their
effort and dedication to the company to obtain financial benefits and to meet socio-emotional
needs. When POS is high, employees will feel more committed to the organization [46]. Trust
will develop between the employee and the employer, which leads to long-term obligations for
both parties. POS is correlated significantly to a variety of job attitudes including fairness,
organizational commitment, psychological contract breach, and trust [32, 46].

PSS, the extent to which the supervisor values the employee’s contributions, is highly
correlated with POS [46]. While fewer studies have included PSS, it has been shown to an
important determinant of employees’ attitudes and behavior [17, 36, 49].
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Perceived Support and Organizational Justice

Research has examined the influence of organizational justice on employee’s level of POS. This
research found that organizational justice is correlated significantly to POS [2, 46]. Much less
research has been conducted examining how organizational justice is related to PSS.
Stinglhamber et al. [49] reported that PSS had a much higher correlation with interactional
justice (r - .78) than with procedural justice (r - .33). DeConinck [16] reported that both
distributive justice and interactional justice were related significantly to PSS while procedural
justice was a significant predictor of POS. However, a recent study reported only a moderate
correlation (r =.28) between PSS and distributive justice [47]. Byrne et al. [7] reported that, of
the three dimensions of organizational justice, only interactional justice was a predictor of PSS.
Last, Colquitt et al. [13] conducted an updated meta-analysis regarding organizational justice.
The authors reported that all dimensions of organizational justice were correlated highly with
POS. These authors did not investigate the link between organizational justice and PSS.

Research indicates that organizational justice is an antecedent to POS. However, hypothesizing
the relationship between PSS and organizational justice is difficult given the few studies that
have examined the relationship between the two variables. Intuitively, perceived support from
the supervisor should lead to employees’ perception that they have been treated fairly by their
supervisor.

H1: Organizational justice is related positively to PSS.

Perceived Support and Turnover Intentions

Employees who perceive that their supervisor supports their efforts should have a lower
intention to leave their company. Research has shown that PSS is an antecedent to turnover
intentions (e.g., 17, 36, 39).

H2: PSS is related negatively to turnover intentions.

Job embeddedness

Traditional models of turnover [41, 42] are based on March and Simon’s [37] work that
proposed that turnover was a function of the desirability of leaving a job and the ease of
movement. These models suggest that turnover is a function of job satisfaction, intention to
search, perceived alternatives, quit intentions (15). Steers and Mowday [48], expanded these
models by including both job satisfaction and organizational commitment.

Lee and Mitchell [35], in their unfolding model of voluntary turnover, suggested that, in
addition to job dissatisfaction, shocks and disturbing events that cause employees to consider
quitting, were also important determinants of turnover. In an effort to explain why people
stay, Mitchell et al. [40] developed the concept of job embeddedness. They proposed that a
person’s desire to stay is comprised of fit (compatibility) to the community or job, formal or
informal links to other individuals, and sacrifices that derive from leaving. Both the
organization and community impact fits, links, and sacrifices. Employees who have more links
will feel more embedded to their job and the organization. The aggregate for the three
dimensions rather than the individual dimensions determine job embeddedness [40]. Job
embeddedness has become an important focus of turnover research [15].

Job embeddedness is distinct from organizational commitment and job satisfaction. Both
organizational commitment and job satisfaction focus on job-related issues while job
embeddedness focuses on both job-related issues and non-job-related issues. Additionally, in
contrast to organizational commitment and job satisfaction, which examines specific reasons
for leaving, job embeddedness is concerned with general reasons to remain attached to the

URL: http://dx.doi.org/10.14738/abr.71.5938. 140



Archives of Business Research (ABR) Vol.7, Issue 1, Jan-2019

organization. Research indicates that job embeddedness is highly correlated to turnover
intentions [15, 30, 40)]
H3: Job embeddedness is related negatively to turnover intentions.

Research examining the relationship between job embeddedness and perceived support is
sparse. No study could be found that included PSS and job embeddedness. A few studies have
shown that POS is an antecedent to job embeddedness. For example, Allen and Shanock [4]
reported a high correlation between the two variables (r =.58), although the authors did not
test a direct relationship. Nguyen et al. [44] reported that POS was a direct predictor of job
embeddedness. However, the study involved employees from a state-owned company in
Vietnam and may not be applicable to employees in the United States. Intuitively, employees
who work for a supportive supervisor who cares about their well-being and provides help
when needed should feel connected and attached to the organization and would find leaving
difficult.

H4: PSS is related positively to job embeddedness

The relationship between organizational justice and job embeddedness is unclear. Is there a
direct relationship between the two variables? Or is the relationship mediated by PSS? Collins
and Mossholder [10] reported only a moderate correlation between job embeddedness and
each facet of organizational justice. The results of the Collins and Mossholder [10] study
indicate that PSS mediates the relationship between organizational justice and job
embeddedness. Given the lack of research testing a direct link between organizational justice
and job embeddedness, a second model will be tested examining if the relationship is direct or
indirect through PSS.

METHODOLOGY

Sample

Data were obtained, using a direct mailing list, from a national sample of 1,500 advertising
managers working in the United States. A letter was sent describing the purpose of the study
along with the questionnaire. The advertising managers were asked to complete the
questionnaire using a link provided to them. Thirty-eight surveys were returned as
undeliverable. A total of 212 people completed the survey online. Two weeks later a second
email message was sent asking for people to complete the survey if they had not done so.
Forty-one additional people completed the survey. All but two surveys completed all the
information. The final sample size was 252.

The demographic profile of the respondents was as follows: their average age was 35.2 years,
slightly more than half were male (136 - 54.2%); they had an average of 7.2 years working for
their company; the number of married people was 147 (58.2%) while 121 respondents had
children (49.2%). Most of the respondents worked in middle and upper management positions
(218, 86.9%).

Measures

Perceived Supervisor Support was measured using four items from the survey of perceived
organizational support (SPOS) developed by Eisenberger et al. [18] (a = 0.80). The word
“supervisor” was substituted for “organization” in the SPOS. Job embeddedness was measured
using Crosley’s et al. [15] scale (a = 0.88). Procedural Justice (o = 0.90) and Interactional Justice
(a = 0.88) were measured using scales developed by Colquitt [12]. Following the procedure
used by Collins and Mossholder [10], three items each from the interpersonal and
informational justice dimensions were used to measure interactional justice. Distributive
Justice was measured using the five-item scale developed by Price and Mueller [45] (a = 0.94).
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Turnover intentions were measured using three items developed by Konovsky and Cropanzano
[31] (a=0.93).

RESULTS
The results were analyzed using LISREL 9.2. The means, standard deviations and correlation

among the variables appear in Table 1.

Table 1 - Correlations, Means, and Standard Deviations

PSS
JE 54

TI -34 -39

DJ 41 22 -14

PJ 46 24 -15 .34

1] 50 .26 -17 .39 .57

Means 149 25.5 6.5 17.6 23.2 20.7
Std.Dev. 29 6.5 32 38 52 5.0
PSS = perceived supervisor support, JE= job
embeddedness, TI = turnover intentions,

DJ = distributive justice, P] = procedural
justice, I] = interactional justice

The results of the confirmatory factor analysis (CFA) indicated a good fit (32 = 817.8, df = 419,
p = .00, GFI = .86, AGFI = .83, CFI = .94, RMSEA = .06). Given the results of the CFA, the
hypothesized model was assessed. The results for the hypothesized model indicated a good fit
(x2 =846.53,df=425,p =.00, GFI =.86, AGFI = .83, CFI = .94, RMSEA =.061).

Support was found for each of the hypotheses, H1: Organizational justice is related positively
to PSS: distributive justice (3 = .34, t = 5.76); procedural justice (8 = .21, t = 2.77); interactional
justice (B = .28, t = 3.51); H2: PSS is related negatively to turnover intentions (3 = -.18, t =
2.31); H3: job embeddedness is related negatively to turnover intentions (§ = -.29, t = 3.88);
H4: PSS is related positively to job embeddedness (3 =.54, t = 7.62).

A second model was tested to ascertain if the three measures of organizational justice were
related directly to job embeddedness. The fit of the second model did not indicate a
statistically significant improvement over the hypothesized model (Ay2 = 4.72, df = 3, NS).
Thus, the relationship between organizational justice and job embeddedness is indirect
through PSS.

CONCLUSIONS AND IMPLICATIONS

The purpose of this research was to test a model including organizational justice, PSS, job
embeddedness, and turnover intentions. A model was tested with one group of employees and
then tested again with a second, and different, group of employees. This study expands prior
research by including three facets of organizational justice (distributive, procedural, and
interactional) in a model including embeddedness. In addition, this study includes PSS as a
mediator between organizational justice and job embeddedness. The findings have important
implications in understanding how organizational justice influences job embeddedness. The
significance of the research is discussed below.
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Theoretical Implications

First, no study has investigated the relationship between PSS and job embeddedness.
Perceived support has been an important variable influencing employees’ job attitudes and
behavior (9, 46). The lack of research examining the link between PSS and job embeddedness
is surprising since both variables have been included in many studies. PSS was a highly
significant predictor of job embeddedness. Advertising managers and marketing managers
reported a higher desire to stay with their employer when their immediate supervisor
provided them with support.

Second, the results indicated that all forms of justice were related significantly to PSS in the
sample of advertising managers. While sparse research exists investigating the relationship
between organizational justice and PSS, the results of this research have been mixed. This
study’s results corroborate the findings reported by DeConinck [16], Stinglhamber et al. [49],
and Byrne et al. [7] showing that interactional justice predicts employees’ perception of
support they receive from their supervisor. The results also support, with respect to
advertising managers, a significant relationship between distributive justice and PSS as
reported by DeConinck [16] and Sousa-Lima et al. [47].

Another important theoretical implication of this study’s results is the relationship between
organizational justice and job embeddedness. No study has examined the relationship
between all three facets of organizational justice and job embeddedness. One purpose of this
study was to determine if organizational justice is a direct predictor of job embeddedness or if
the relationship is mediated by PSS. The results from both studies indicate that organizational
justice is an indirect predictor of job embeddedness through PSS.

5.2 Managerial Implications

Perceived supervisor support plays an important role in how embedded employees feel as well
as how likely they are to leave the organization. Companies cannot overlook the importance of
the supervisor and their relationship with employees. While employees may feel loyalty to an
organization, a supervisor that is not perceived to be “fair” can lead to employee turnover.
Organizations should to provide training for supervisors regarding actions they can take to
appear supportive and communicative. For example, supervisors need to be aware of the way
in which they interact with employees and be cognizant of the accuracy and timeliness of
communication with subordinates. Supervisors may tend to rely on corporate
communications to convey information rather than following up with employees and adding
their own personal touches to the corporate communication. Supervisors need to be diligent in
providing clear, and accurate communications in order to help employees feel supported. Also,
supervisors need to be aware that the processes by which decisions are made should be clear
and transparent so that employees feel more positive about the decisions. While it is less clear
whether supervisors can control the way in which employees perceive their own input to
output ratio, it appears that making sure employees feel valued is beneficial. Supervisors
should be trained to build community amongst their employees so that multiple links are
established, thus making the decision to leave the organization more difficult. Organizations
may want to consider having regular, annual or semi-annual “check-ups” with employees via
anonymous surveys which allow employees to voice their opinions regarding how well the
supervisor is performing in organizational justice or fairness arenas. Providing supervisors
with employee feedback, training to close the gaps on shortcomings, and developing a culture
of understanding of the importance of these elements could lead not only to better supervisors,
but happier employees and greater retention.
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Limitations of Future Research Opportunities

The results of this study offer several opportunities for future research. This study was the
first one to develop and test a model containing three facets of organizational justice, PSS, job
embeddedness, and turnover intentions. Distributive justice was a predictor of PSS only in
Study 1. In both studies organizational justice was related to job embeddedness only indirectly
through PSS. Thus, additional research needs to test the model.

This study has several limitations. First, the study was cross-sectional. Future research should
test the model within a single organization. Second, this study looked at turnover intentions,
but not actual turnover. Third, this study was limited in scope. Future research should include
additional variables including performance, job fit, and ethical leadership. Does an ethical
leader influence employees’ job embeddedness? Fourth, this model could be tested within a
sales force context. Reducing sales force turnover has been an important area of research for
many areas given the direct and indirect costs of replacing salespeople.

In conclusion, this study has shown the important role that organizational justice and PSS play
in marketing employees’ job embeddedness and indirectly their turnover intentions. These
results have important implications in controlling turnover among marketing employees.
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