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Abstract: It is the people and not the organizations that innovate and make a difference. Research has shown that thinking
and implementing novel and useful ideas is one of the most difficult tasks for the employees and among many factors
contributing to foster it, the role of job embeddedness has received little attention. This study draws on Organizational
Ambidexterity Learning theory and Job Embeddedness Theory to conceptualize and confirm the relationship between job
embeddedness, innovative work behaviour, and employee learning in the setting of frontline service employees. Data were
collected from 437 frontline service employees in Pakistan. Consistent with the study’s predictions, both on- and off-the-job
embeddedness were related with explorative learning, and innovative work behaviour. Furthermore, an employee’s learning
mediated the effects of on- and off-the-job embeddedness on innovative work behaviour whereas explorative learning showed
non-significant effects on innovative work behaviour. These findings provide several meaningful insights for future research
and managerial practices.

Keywords: Service Innovation, Innovative Work Behaviour, Job Embeddedness, Ambidexterity Learning, Hotel Industry,
Pakistan

1. Introduction

There has been a burgeoning interest by academicians in
understanding the predictors that foster or constrain
employee’s innovative work behavior [1]. Whilst there has
been a large volume of studies that examined antecedents of
innovative work behaviour [2] [3] [4], researchers could
scarcely find a study that investigated the impact of the fit
components of job embeddedness on innovative work
behavior. Except for the study by [5], who examined social
side of employee creativity and posited that relationship
strength, network position, and connections outside of one’s
organizations explain the cognitive processes through which
employee displays creative outcomes. Innovation and
learning are critical factors for organizational long-term
prosperity, competitiveness, and survival. This study extends
on [6] work to further explain the role of job embeddedness
on learning and innovativeness of an employee.

An employee’s innovative work behavior (IWB) implies
going beyond the scope of basic job requirements and
responsibilities. In line with other researchers [7] [2], IWB in
this research comprises idea initiation and idea
implementation. It is different from employee creativity,
which relates only to idea initiation. As IWB involves
building social support in favor of the initiated novel and new
ideas, it is difficult for individuals to implement ideas
without strong links with the organization, co-workers, and
community. Therefore, in order for creative ideas to take
place and be implemented, the social connections of
employees within as well as outside the organization are
absolutely critical [8].

There is growing recognition that social integration plays a
crucial role in enhancing employees’ motivation [9],
creativity [10] and in the development of innovation
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capability [2] [3]. Despite a vast amount of research linking
social side of work environment and innovation in
organizations [7], one may notice the following. First,
although individual employees propose innovative ideas,
develop them, and advocate their implementation, most of
the research into innovation and learning has been conducted
at the individual and organizational level of analysis, which
to some extent ignores social linkages [2] [5]. Second, most
available behavioral research on individual innovation has
focused on employee creativity, while the implementation of
ideas is explored far less often [7].

Job embeddedness refers to the connections employees
have to their jobs, co-workers, and the community which
keep individual from leaving their jobs [11]. Companies want
to retain their employees to innovate consistently, frequently,
and continually [12]. When doing business in Pakistan, both
local enterprises and MNEs are facing difficult challenges
related to high employee turnover [13]. Among factors that
affect employee retention, job embeddedness is a much more
effective predictor of employee turnover behaviour than
previous factors, such as job satisfaction, job design,
organizational settings, organizational commitment, and job
salary [14]. Job embeddedness fosters an employee’s sense of
belonging to the organization which is then translated into
positive work behaviours and outcomes. Employees with
higher levels of job embeddedness are motivated to
demonstrate higher levels of job performance, organizational
citizenship, creativity, and innovation-related behaviours.

Although empirical evidence has shown that job
embeddedness increases employee creativity, how this
mechanism works remains unclear. [15] provided some
explanations from a motivational perspective; however, they
only referred to on-the-job embeddedness. Given that there
are different patterns between on- and off-the-job
embeddedness, alternative theories are needed to explain how
off-the-job embeddedness influences employee creativity and
innovation; in other words, how off-the-job embeddedness
affects employee innovative work behaviour remains a
puzzle to human resource managers and researchers. The
unpredictable, global and dynamic working environment
requires organization to focus on employee learning to cope
with these conditions [1].

Due to the differences in job characteristics, service
innovation among frontline staff may be quite different from that
of managers [16]. Because frontline employees are able to listen
and respond to customers’ demands directly, they can initiate
and implement new ideas in the service innovation process as
well. Therefore, this study aims to figure out how frontline
employee’s job  embeddedness (namely, on-the-job
embeddedness and off-the-job embeddedness) affects learning
and innovation performance.

In short, the present study attempts to add value to the current
stream of research in two ways: (1) analyzing how frontline
employees’ job embeddedness affects their innovative work
behaviours and innovation performance; (2) exploring how the
relationship between job embeddedness and innovative work
behaviour is mediated by employee learning.

2. Conceptual Framework and
Hypotheses

2.1. Job Embeddedness and Innovative Work Behaviour

Job embeddedness has been defined as “the combined
forces that keep a person from leaving his or her job” [17]
and includes factors such as family, friends and coworkers,
marital status, community involvement, health care and other
fringe benefits, promotional opportunities and job tenure. Job
embeddedness has been found to be a reliable predictor of
intention to leave and to reliably account for actual turnover
[8]. An employee’s job embeddedness is understood to have
two dimensions. First, the employee has a set of attachments
to their job and the employers — on-the-job embeddedness.
This form of embeddedness relates to the set of attachments
an employee has with their job, their work colleagues, work
environment as well as the organization.

The second dimension of employee job embeddedness is
off-the-job embeddedness. This relates to the attachment the
employees have with their life out of work: their family, their
social networks and their local community. Hence, job
embeddedness can be work-related (e.g., positive
relationships with supervisors and coworkers, good health
benefits), namely, on-the-job embeddedness, or non-work-
related (e.g., spouse works in the same area, parents live in
the same community), namely, off-the-job embeddedness.
Employees’ innovative work behaviour refers to the
development of novel and useful ideas by employees in the
organization and it includes the process of implementing and
converting these ideas into new and improved products,
services, or ways of doing things [7]. This is in line with
previous research, which differentiated between idea
generation phase and the implementation phase and
combined these two phases in one construct named
innovation [7], [5].

Job embeddedness is aimed at employee retention instead
of employee turnover [18], [19]. Thus, the central focus is
how to retain people in an organization for a long term, rather
than how to keep them from moving to a different
organization. The congruence between an employee’s values
and that of an organization he or she works for is a
paramount motivator to perform better and creative. [18]
suggested that flight attendants high in JE are motivated to
generate new ideas for service improvements, display novel
behavior in the service delivery process, try to solve
passengers’ problems successfully. Job embeddedness has
numerous strands that tie an employee and his or her family
in a social, psychological, and financial web that includes
work and non-work friends, coworkers and groups, the
community, and the physical environment in which he or she
lives. This connection helps an employee to engage in extra
role behaviours as he/she thinks that the prospects for
continuing employment with this company are excellent
which leads employee to reciprocate what the organization
has given him/her [20], [18].

The complex nature of innovative behaviors is due to the
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fact that people in organization are afraid to speak because
they believe that if the idea is a failure, everyone would
blame them and in case of the idea being successful, the
credit would be taken by supervisors and others in the
organization. In such uncertain and risky circumstances, job
embeddedness might play an effective role in explaining why
individuals display innovative work behaviors. First, creative
behaviors are dependent on high level of trust between
subordinate and supervisor. Research has shown that trusting
relationships are important because no one is sure about the
outcome of the initiated idea [21]. The effects of uncertain
situation aggregated by the amount of risk involved can only
be lessened if employees trust that their leaders would come
to save their skins in case of failures and would be there to
appreciate in case of successes. Second, having a detailed
level of knowledge and information is necessary to think out
of the box solutions to the current as well as potential
problems of the organization. Employees with better
networking relationships with as many stakeholders as
possible along with more sources of knowledge acquisition
are expected to initiate greater number of successful ideas.
Job embeddedness implies stronger fit to community and due
to socialization with the community which is an important
stakeholder in the contemporary world, the emergence of
divergent thinking rises to the point where creative ideas start
flourishing [22]. Third, work engagement, involvement in the
job settings, and stronger fit with the job itself, are seen as
potential reasons of fulfillment at workplace. Research
suggests that people who feel fulfilled at their workplaces
tend to display higher level of discretionary and extra-role
behaviors and one such behavior is innovative work.

The literature has routinely found that an employee’s off-
the- job embeddedness influences employee retention [23],
[21]. This finding, however, seems influenced by ethnicity
and geography. [24] demonstrated that off the- job
embeddedness is a more important factor in determining
positive behaviors at workplaces for Indian and Hispanic
employees compared to American employees. The possible
explanation for these results might be that in collectivist
societies, job embeddedness becomes more important due to
the fact that people prefer to connect with others and their
decisions are mostly surrounded by so many factors out of
which opinions of others and collective interest in most of the
cases superimposes individual or personal interest. On the
contrary, individualist societies do not take in to account
group interest over personal interests. People tend to make
decisions about their jobs independent of what the society
thinks or opines about them.

The emerging research on job embeddedness demonstrates
that job embeddedness positively affects employee
performance [25], [22]. Although some researchers have
expressed concern that low turnover rates inhibit employee
creativity and innovation related outcomes [26] [27], recent
empirical studies indicate that job embeddedness
significantly increases innovation [15]. [28] argued that
highly embedded employees might be more motivated to
engage in innovation because creativity is often a key

criterion of pay raises and promotions. [15] empirically
suggested that on-the-job embeddedness has a positive
influence on employees’ innovation-related behaviours.
Highly embedded employees are more likely to perform well
because they have favorable feelings, a strong sense of
responsibility, and attractive rewards associated with their
current jobs.

On the other side, off-the-job embeddedness, which
predicts absences, satisfaction, and commitment with the
community, describes employees’ fit, sacrifice, and links to
their embedded community network [1]. An employee who
perceives high off-the-job embeddedness will communicate
with their neighbors frequently. Normally, the people who
live in the same community as the communication
companies' service employees are also the customers they
serve. Employees who are linked with the various aspects of
their lives in the community will get to know their customers'
needs through communication with their neighbor. Therefore,
the higher number of links between an employee and his/her
community network, the higher chance to she or he has to
obtain knowledge of customer needs, which will lead to an
innovative service delivery process or customized service
[28].

2.2. The Mediating Effect of Employee Learning

In today’s uncertain, technologically advanced, and
fiercely competitive world, organizations must be able to
cope with increasing complexity and high-velocity change
[29]. Knowledge learning and innovation have been one of
the hottest topics of organizational research for decades [30],
[31]. Previous studies demonstrate that both organizational
learning and innovation [30] play an enhancing role in
stimulating a firm’s competitive advantage. Innovation
requires individual involvement in acquiring existing
knowledge and developing new knowledge. Knowledge
acquisition is based on perception of a positive social
interaction culture and obligation to reciprocate [32]. The
positive association between job embeddedness and
innovative work behaviour holds for employees who show
high level of knowledge acquisition and sharing behaviour,
because these are subject to socialization and frequent
interaction with each other. By offering extensive knowledge,
employees entail improved friendly relationships, and adapt
to the social dynamics of the workplace [33].

Usually existing organizational knowledge is useful to
optimize the organization’s or individual’s performance in
case of less complicated, well structured, and known
problems. In contrast, existing knowledge offers little insight
into figuring out the complex, unstructured, new, and
unknown problems. In such situations, the organization or
individual needs to gather new external knowledge to acquire
new ideas [34], [35]. This notion implies that in different
situations, individuals need different learning styles to solve
different problems. According to [36] learning theory, two
types of organizational learning, exploitative and explorative
learning, can play a more effective role, corresponding to
different circumstances and situations accordingly.
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Exploitative learning refers to the enhancement and
augmentation of existing competences, technologies, and
paradigms with positive, proximate, and predictable returns,
while explorative learning is the experimentation with new
alternatives resulting in uncertain, distant, and often negative
returns [36]. Thus, both exploitative learning, which uses
existing knowledge to create new ideas, and explorative
learning, which is devoted to developing totally new ideas
from external knowledge, will help employees to perform
well and is critical to an organization’s success [34], [37].

In the community network, an employee can learn
knowledge from others. Both the on-the-job and off-the-job
networks can lead to exploitative learning. Based on the
organization inertia theory [38] and structure hole theory
[39], the employee who is linked in a redundancy network
will lose his/her motive and capacity to generate new ideas.
[37] also emphasized that employees have to learn existing or
new knowledge from the network in which they are
embedded to perform well. They empirically illustrate how
embeddedness maps new knowledge through explorative and
exploitative learning. Therefore, on the basis of above
arguments, we propose the following hypotheses:

Hypothesis 1: On-the-job embeddedness is positively
related to innovative work behaviour.

Hypothesis 2: Off-the-job embeddedness is positively
related to innovative work behaviour.

Hypothesis 3: The impact of job embeddedness on
innovative work behaviour is mediated by exploitative
learning. Specifically, the impact of on-the-job embeddedness
(H3a) and off-the-job embeddedness (H3b) on innovative
work behaviour is mediated by exploitative learning.

Hypothesis 4: The impact of job embeddedness on
innovative work behaviour is mediated by explorative
learning. Specifically, the impact of on-the-job embeddedness
(H4a) and off-the-job embeddedness (H4b) on innovative
work behaviour is mediated by explorative learning.

3. Method
3.1. Sample

This research studied the relationships among job
embeddedness, learning, and innovative work behaviour. The
respondents for this study were randomly drawn from nine
different hotels in Pakistan. All the hotels were based in
Islamabad. We collected data from frontline service
employees. We contacted administration of 17 hotels out of
which nine replied positively. We told them about the
purpose of this research and requested them to provide email
addresses of the front line service employees working in
various branches based in Islamabad. Once we received the
email addresses of the respondents, random sampling
technique was used to select the sample. The employees were
given questionnaire to record their responses about the job
embeddedness, learning orientation, and innovative work
behaviour. Of the 430 surveys distributed to employees of
these hotels, 216 surveys were completed. The response rate

was approximately 50 percent. Of the employees in the final
sample, 46 percent were men and 54 were women; the
average age was 27.4 years (s.d. = 6.8), and average tenure at
the organization was 3.4 years (s.d. =2.9).

3.2. Measures

Innovative work behaviour. The 10-item scale measuring
innovative work behaviour (e.g., “The employee pays
attention to issues that are no part of his daily work.”) used
the studies by [40]. The items were assessed on a 5-point
Likert scale anchored by 1 “never” and 5 “always”. To
remove biasness, both self assessment and supervisor
assessment of innovative work behaviour were taken. The
items were averaged to form a scale with a reliability of 0.84.

Employee Learning. We focus on two types of employee
learning: explorative learning and explorative learning. We
adapted the measure of exploitative learning from [41] to
examine the refinement and extension of existing knowledge,
which produces positive and predictable returns, and adapted
the measure of explorative learning from [41] to examine the
experimentation with new alternatives that produce uncertain
and often negative returns.

Job embeddedness. We examine two types of job
embeddedness: on-the-job embeddedness and off-the-job
embeddedness. Our measure of on-the-job embeddedness
comes from [42] and captures the forces in the workplace
that keep employees tethered to their positions. We also
adapted a measure of off-the-job embeddedness from [42] to
examine the forces in employees’ personal lives and
communities that keep them geographically stable.

3.3. Procedures

Before testing the structural model, we confirmed
reliability and validity. Reliability analyses were assessed
using two indices: the Cronbach’s alpha coefficient and
Composite Construct Reliability. Using Cronbach’s alpha
coefficients, the reliabilities of the items ranged from 0.84
to 0.91. All of the coefficients exceeded 0.7, indicating
high reliability. The Composite Construct Reliability (CR)
statistics showed high reliability for all the measures
because all of the CRs were above 0.8, thus exceeding the
threshold for reliability of 0.6. To ensure that there was
sufficient discriminant validity among constructs, we
conducted confirmatory factor analysis (CFA) with job
embeddedness, learning, and innovative work behaviour.
We then evaluated model fit according to various fit
indicators, including the y¥*> goodness-of-fit test, non-
normed fit index (NNFI) comparative fit index (CFI), and
root mean square error of approximation (RMSEA). [43])
suggest that a value close t0.95 is reflective of good fit for
NNFI and CFI, and RMSEA values close t0.06 indicate
reasonable model fit. The test result of adaptability were
¥ = 467.5, ¥?/df = 2.33, NNFI = 0.92, CFI = 0.91, and
RMSEA = 0.057, indicating that the model achieved an
acceptable standard.
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4. Result

Table 1 presents means, standard deviations, and
correlations among the study variables. As expected, on-the-
job embeddedness is significantly correlated with explorative
learning, exploitative learning, and innovative work
behaviour (r=0.39, p<0.001; r=0.54, p<0.01; r=0.25, p<0.01),
respectively. Both explorative and exploitative learning are
also significantly correlated with innovative work behaviour
(r=0.68, p<0.01; r=0.44, p<0.05). Given the nature of our
data, structural equation modeling was performed to test our
hypotheses. The hypothesized structural equation model fit
indices suggest that the model fits the data well.

Hypothesis 1 addressed the impact of on-the-job
embeddedness on innovative work behaviour. The effect of
on-the-job embeddedness on innovative work behaviour was
significant (B= 0.13, p<0.05), supporting Hypothesis 1.

Hypothesis 2 addressed the impact of off-the-job
embeddedness on innovative work behaviour. The effect of
off-the-job embeddedness on innovative work behaviour was
also found significant (B= 0.33, p<0.05), supporting
Hypothesis 2. Hypothesis 3 stated that the relationship
between on-the-job embeddedness and innovative work
behaviour was mediated by employee exploitative learning.
The results showed that indirect positive effects existed
between on-the-job embeddedness and innovative work
behaviour through exploitative learning. On-the-job
embeddedness had a positive influence on exploitative
learning (B= 0.59, p<0.01), while exploitative learning also
positively affected innovative work behaviour (f= 0.42,
p<0.05), and off-the-job embeddedness had a positive
influence on exploitative learning (B= 0.11, p<0.05), while
exploitative learning also positively affected innovative work
behaviour (f= 0.28, p<0.05).

Table 1. Correlation Matrix.

Variables 1 2 4 5 6 7 8 9 10
1 Innovative work behaviour 1
2 On-the-Job Embeddedness S 1
3 Off-the-Job Embeddedness A0** L62%* 1
4 Exploitative learning 44* 54 40** 1
5 Explorative learning .68** 39*x% 32%* .68** 1
6 Age .03 -.05 .01 03 .05 1
7 Gender 18* 2% A7* .04 .05 .02 1
8 Education A& 18%* 5% .05 .02 23%* s 1
9 Experience .06 .02 .03 .05 .04 .08 .19* .07 1
10 Job position .16* 12 A7* .19 .05 .03 14%* .04 27* 1

*p<.05; **p<.01; ***p<.001

Table 2. Measurement model results from the confirmatory factor analysis.

Constructs

Mean SD CR AVE Cronbach’s a
Innovative work behaviour 3.78 .65 .83 .76 .84
On-the-Job Embeddedness 3.46 78 .88 .79 91
Off-the-Job Embeddedness 3.68 .94 .84 7 .85
Exploitative learning 4.1 .33 .86 .76 .87
Explorative learning 3.89 72 .89 .81 .90

Model fit: chi-square = 467.5, df = 237 (chi-square/df =1.97), CFI=0.93, RMR = 0.021, RMSEA = 0.057, IFI = 0.94, NF1=0.94, GFI=0.95

On-the-Job 59k Exploitative
Embeddedness Learning
A42%%
63%k 33 %k
Innovative Work
Behaviour
11%% 12%*
¢ v .08
Oft the-Job Exploraive
Embeddedness = > g

**%p<0.01, **p < 0.05, *p <0.1, Standardized coefficient

Figure 1. Estimates of the structural model.



6 Annam Bibi and Bilal Jadoon: The Mediating Effect of Exploitative and Explorative Learning on the
Relationship Between Job Embeddedness and Innovative Work Behavior

When indirect effect of exploitative learning was included
in the equation, the positive impact of on-the- job
embeddedness as well as off-the-job embeddedness on
innovative work behaviour 0.25(0.59 x 0.42), reduced than
the direct impact (0.25 < 0.33), respectively. However,
explorative learning does not mediate the relationship
between off-the-job embeddedness and innovative work
behaviour. Explorative learning could not lead to innovative
work behaviour in the study. Hypothesis 4 was not supported.
We also used the bootstrap method (Preacher & Hayes, 2008)
to test the mediation role of exploitative learning. The
bootstrapping results showed that the indirect effect of off-
the-job embeddedness —exploitative learning —innovative
work behaviour is statistically significant (B = 0.14, with a
95% BC bootstrap CI of 0.202-0.506, SE=0.088, p=0.00).
The interval between LLCI and ULCI does not include 0.
Hence, hypothesis 3 was supported.

5. Discussion

This paper used [42] model of job embeddedness and [36]
organizational ambidexterity learning theory to conceptualize
and confirm the relationship between job embeddedness,
innovative work behaviour, and employee learning in the
Pakistani hotel industry. Consistent with the study’s
predictions, both on- and off-the-job embeddedness foster
innovative work behaviour. Further, the effects of on- and
off-the-job embeddedness on innovative work behaviour are
mediated by employee learning. Both types of job
embeddedness are positively related to explorative learning,
but explorative learning shows non-significant effects on
innovative work behaviour. These findings provide several
meaningful insights for future research and managerial
practice. Our findings help to understand deeper the drivers
of innovative work behaviour among employees through
focus on job embeddedness and employee learning.
According to our finding, this study extends the existing
theory in two ways: first, our study contributes to the job
embeddedness literature by examining the impacts of both on
and off-the-job embeddedness on innovative work behaviour
of employees working in Hotel industry.

There are several practical implications that can be derived
from our findings. It is practically important for managers to
understand what fosters innovative work behaviour among
employees. To promote innovative work behaviour from
frontline staff, companies can apply the job embeddededness
framework in human resources management. The employees
should obtain frequent feedbacks from their supervisors
about organization because individuals who obtain less direct
feedback begin to feel they fit less well into their
organization [26]. The supervisors should communicate
regularly with their employees about the latest developments
in the organization, expectations from individuals, and values
of organization. This study confirmed that employees are
more likely to engage in innovative work behaviour if they
feel they have a greater match with their organizations.

Even though managers have limited control over off-the-
job embeddedness, they can select and arrange high
community-embedded employees to those positions that
require strong ties with local community. Similarly, to embed
the existing workforce of the organization into their jobs,
they can arrange work parties and informal get-togethers that
promote community attractions augmenting the level of
attachment of employees and leisure activities may help
people bond to the community, thereby involving socially
into the web of closeness and retention. Organizations that
offer flexible scheduling and family friendly programs may
further enhance employee embeddedness by strengthening
employees’ social bonds to others within the community
which also helps managers to address a critical issue of
employee turnover.

6. Limitations and Future Research

The current study in not without limitations. First, we were
unable to establish causality due to the cross-sectional nature
of data. Second, innovative work behaviour in the present
study was assessed by employees, thus, self-reporting bias
may exist. Third, we relied on a questionnaire study and
convenience samples. Although convenience samples were
used and data was collected from one country, the emergence
of similar results across studies helps reduce concerns of
limited generalizability and future research is needed to
replicate results across Western cultures (e.g. North America,
Western Europe), work contexts, and study designs. Finally,
only the frontline service employees were investigated in the
present study, and further study is needed to confirm the
external validity of our findings.

7. Conclusion

This study found that both on- and off-the-job
embeddedness foster innovative work behaviour. Further, the
effects of on- and off-the-job embeddedness on innovative
work behaviour are mediated by employee learning. Both
types of job embeddedness are positively related to
explorative learning, but explorative learning shows non-
significant effects on innovative work behaviour. The present
study attempts to add value to the current stream by
analyzing how frontline employees’ job embeddedness
affects their innovative work behaviours and innovation
performance and exploring how the relationship between job
embeddedness and innovative work behaviour is mediated by
employee learning.
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