
The route to well-being at
workplace: examining the role of
job insecurity and its antecedents

Sumera Saeed
Department of Commerce, Faculty of Commerce Law and Business Administration,

Bahauddin Zakariya University, Multan, Pakistan

Ibne Hassan
Department of Commerce, Faculty of Commerce Law and Business Administration,

Bahauddin Zakariya University, Multan, Pakistan and
College of Business, University of Hail, Hail, Saudi Arabia

Ghulam Dastgeer
College of Business, University of Hail, Hail, Saudi Arabia, and

Tehrim Iqbal
COMSATS Institute of Information Technology, Islamabad, Pakistan

Abstract

Purpose – The current study focuses on the role of antecedents to prevent perceived job insecurity and
mitigate its negative impacts on work-related well-being. The study examined variables of the resourceful
environment (effective organizational communication and involvement), conserved resources (perceived
employability and emotional exhaustion) and resource loss (job insecurity) by drawing on the Conservation of
Resources (COR) theory for predicting the work-related well-being adding the moderating role of boundaryless
career orientation.
Design/methodology/approach – A sample of 306 salespersons of pharmaceutical companies working in
Pakistan was obtained. The hypothesized relationships were tested through structural equation modeling in
SmartPLS.
Findings –The results confirmed showed that the organizational communication, employee involvement and
perceived employability reduce the perceived job insecurity; however, the emotional exhaustion was positively
related. It also confirmed the moderating effect of boundaryless career orientation on relationship of job
insecurity and well-being.
Practical implications – To make employees engaged, the organizations are required to involve employees
by sharing knowledge, information and power to make decisions, value their opinion and ensuring the
employability. Further, salespersons having a preference of a boundaryless career proved to mitigate negative
impact of job insecurity on work-related well-being.
Originality/value – Many empirical studies have identified that the perceived job insecurity is one of the
major concerns affecting employee’s well-being. However, few studies simultaneously have sought to
prevent the perceived job insecurity among employees. The findings are important in developing the
understanding that how salespersons perceive their capabilities and the work environment of the
organization, this perception; resultantly, can influence their behaviors particularly the work engagement
dimension of well-being.
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1. Introduction
In the past few years, there has been a constant rise in the studies on workplace well-being
(Kowalski andLoretto, 2017; Diener et al., 2018). The surge in this trend is based on the findings
that happy employees are more productive employees (Miller, 2016; Warr and Nielsen, 2018).
Health and well-being have also been adopted by the United Nations as the third Goal out of
seventeen “Goals of Sustainable Development” (United Nations, 2015), which calls for healthy
lives and well-being for all and at all ages. It is recognized that the good health and well-being
of individuals depend on and contribute to the otherGoals of Sustainable Development such as
sustaining social justice, economic growth and environmental protection. The current
investigations have become more relevant especially after the coronavirus disease 2019
(COVID-19) outbreak against which the individuals in organizations are facing limited social
and work support, increased work pressure and asymmetrical working hours (Blake et al.,
2010; International Labor Organization, 2020).

In an organizational milieu, well-being embraces the worker’s physical, mental, emotional
and spiritual health (Mirabito and Berry, 2015). Researchers have proposed the factors such as
psychological capital, job satisfaction, organizational commitment and role of leader/
supervisor to contribute towell-being at work in any given organizational and cultural context
(Avey et al., 2010; Kumar and Giri, 2009; Chughtai et al., 2015). At the same time, job insecurity
is consistently proven to damage both the mental and physical health and well-being of
employees (Richter et al., 2014; DeWitte et al., 2016). At the individual level, perceptions of job
insecurity affect the physical health and well-being negatively, whereas at the organizational
level it results in reduced work engagement and poor work behaviors (Richter, 2011; Vander
Elst et al., 2012; Nella et al., 2015; Jiang and Lavaysse, 2018). Researchers in the field have
almost unanimously affirmed that the perceptions of job insecurity must be reduced and
ultimately prevented for the betterment of individual employees and the organization’s health.
Sj€oberg (2018) has regarded perceived job insecurity as the disease of the 21st century.
Growing research has documented its detrimental effects on employee’s health and well-being
(Cheng et al., 2012; Jiang and Probst, 2016; Witte, 2016).

However, most job insecurity research is conducted in the Western context (Wang et al.,
2014). As perceived job insecurity has become a worldwide concern (Cheng et al., 2012),
Pakistan has no exemption to it. Job insecurity is a subjective perceptual experience and
perceptions largely arise from the work environment of employees (Qureshi and Khan, 2016).
In Pakistan where the majority of people are facing unemployment, persons having jobs, are
facing tough competition at one hand and threats of job loss on the other hand. There exists
empirical evidence that job insecurity has been experienced as a common phenomenon in the
private sector organizations of Pakistan (Awan and Salam, 2014; Qureshi and Khan, 2016).
Drawing on the sample of private college teachers, Awan and Salam (2014) concluded that
there exists a negative relationship among age, performance and job insecurity. In response
to the call of filling in the gaps in the meta-analysis by Shoss (2017), who recommended
additional studies to expand knowledge of antecedents as well as the consequences of job
insecurity, the current study investigates whether organizational communication, employee
involvement, perceived employability and emotional exhaustion are associated with job
insecurity perception among the salespersons in pharmaceutical companies as job insecurity
is the major concern in many industries; including pharmaceuticals employ salespersons
(Chaker et al., 2016). Vander Elst et al. (2010) recognized through a broad study that
organizational communication and participation relate negatively to job insecurity. Likewise,
Huang et al. (2012) disclosed that employment involvement practices of information sharing,
inclusion in decision-making as well as group goals reduce perceptions of job insecurity.
Likewise, exhausted employees possess little emotional and physical resources (Maslach
et al., 2001), which reduce employees’ control and may raise negative emotions and attitudes
(Jiang and Probst, 2016). Another variable which Shoss (2017) suggested in meta-analysis is
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perceived employability. Workers who experience job insecurity due to lack of perceived
employability have increased risk of deviant behaviors and intentions to leave (De Cuyper
et al., 2009; Huang et al., 2017). Additionally, these variables have buffering effects on several
negative effects of job insecurity (Jiang and Probst, 2014; Schreurs et al., 2012; Wang et al.,
2015). If not mitigated these variables can ultimately harm well-being and job attitudes
(De Cuyper et al., 2014; Hewlin et al., 2016). Additionally, little is known about mitigating the
negative effects of perceived insecurity on work-related well-being (Cheung et al., 2016).
Therefore, it is suggested that by taking “boundaryless career orientation” like pursuing
educational opportunities, the negative effect of job insecurity can be mitigated (Klehe et al.,
2012; Shoss, 2017). Hence, the study examines boundaryless career orientation as amoderator
on the job insecurity well-being association. To the best of our knowledge, this study is the
first to investigate the effect of job insecurity on well-being, particularly in a sales context as
well as its original to examine boundaryless career orientation as a moderator between
perceived job insecurity and work-related well-being.

2. Literature review
Well-being is viewed as the first and foremost goal in every society. Human well-being
remained the goal of all human activities (Diener et al., 1999). The literature review
synthesizes that interest in employee well-being at work is growing globally (Kowalski and
Loretto, 2017). Following the stream of positive psychology (Seligman and Csikszentmihalyi,
2000), there is a surge in organization behavior–related scholarship (Luthans, 2002; Cameron
et al., 2003; Cameron and Spreitzer, 2012; Simmons and Nelson, 2007) focusing on positive
attitude and experiences at work. Since this development our understanding related to
happiness and well-being at workplace has enhanced. Ample of constructs, including job
satisfaction, job involvement, organizational commitment, work engagement, emotions and
moods, intrinsic motivation, thriving and vigor have been measuring different forms and
aspects of well-being (Fisher, 2010). The well-being of employees is a broad construct as it
includes the physical, emotional, mental and spiritual health of employees (Mirabito and
Berry, 2015). It describes the level of their work involvement, intrinsic motivation, engagement
and meaning in work (Fisher, 2014). While well-being at work is multi-dimensional
(Grant et al., 2007; Page and Vella-Brodrick, 2009; Warr, 2013), its measurement and
conceptualization vary in timeframe and range (Warr, 2013). For instance, Bakker and
Oerlemans (2011) have proposed five frequently used indicators; engagement, job satisfaction,
workaholism, burnout and happiness to measure affect based hedonic well-being at work.
They ranked engagement in high pleasantness, while burnout in the low pleasantness low
arousal quadrant. Finally, happiness as an emotion is considered to be high pleasantness and
moderate arousal. Consequently, Fisher concluded that the scholars have defined construct in
“many and inconsistent ways.” He also noted that definition of well-being whether broad and
or specific depends on the research questions being asked. He suggested that if the other
constructs in the researchmodel are specific and narrow, then specific and narrowmeasures of
aspects of well-beingmight bemost appropriate. If the other constructs in themodel are broad,
then general measures of well-being may be most suitable. Hence, he recommended the
construct of job engagement to measure the intrinsic engagement and enjoyment aspect of the
work-related well-being. He further acknowledged that the inclusive scale on work-related
well-being measuring the entirety of the concept does not exist as the existing scale omits
either subjective well-being aspects or social well-being items.

The current study focuses on “work-related” well-being. In the academic tradition, the
construct of work-related well-being is measured by the concept of burnout, work
engagement, occupational stress level and job satisfaction level. These measures estimate
the vigor-fatigue, enthusiasm-depression and anxiety-comfort dimension of well-being
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(Warr, 2002). In the similar vein, Maslach et al. (2012) conceive that employees’ psychological
relationship to their work is like a continuum between the negative experience of burnout and
the positive experience of engagement. Besides, in the context of well-being the term
engagement has become very popular though many scholars have defined it differently
(Macey and Schneider, 2008). Some have conceptualized it in eudaimonic well-being domain
focusing more on meaning and intrinsic motivation, and flow experiences while the other for
instance Kahn (1990, 1992) coined the term “personal engagement” to denote to the physical,
emotional and cognitive devotion to work. In the literature, the construct of well-being is
defined in line with the hedonic perspective of happiness (Ryan and Deci, 2001), which
connotes to the presence of positive mood and absence of negative mood (Diener et al., 1998).
Work engagement is the positive, fulfilling and affective motivational state of work-related
well-being (Warr and Inceoglu, 2012) which is characterized by the concept of vigor,
dedication and absorption (Bakker and Demerouti, 2008). Vigor denotes the extraordinary
level of drive and mental resilience where one is ready to invest energy in execution of tasks
while facing obstacles. Dedication refers to involvement in work such that it gives you sense
of worth, pride and challenge, while absorption symbolizes full focus and of being joyfully
immersed in activities (Bakker et al., 2008; Schaufeli et al., 2004; Narainsamy, 2013). In
conformity with the previous related studies “work engagement” is employed as the indicator
of work-related well-being (De Cuyper et al., 2008; Vander Elst et al., 2012). Work engagement
is a significant indicator of occupational well-being for both employees and organizations
(Bakker et al., 2011). Just as Buitendach et al. (2016) usedwork engagement, happiness and job
satisfaction as positive aspects whereas burnout as the negative aspect of employee well-
being. In a recent study Vander Elst et al. (2012) on a heterogeneous sample of 3,185 Flemish
employees measured the work-related well-being through vigor construct of engagement
using Utrecht Work Engagement Scale (UWES; Schaufeli and Bakker, 2004). Work-specific
well-being of Finnish dentists were determined by the burnout and work engagement
constructs (Hakanen and Schaufeli, 2012). Besides, Kanste (2011) considerswork engagement
and work commitment as essential, positive components of work-related well-being. As
Hakanen and Schaufeli (2012) argued, work engagement has temporal precedence over
well-being. Dissimilar to the symptoms of burnout those who are engaged employees have a
sense of robust and effective connection with their work (Schaufeli et al., 2006), this
engagement is characterized by the properties of “vigor, dedication and absorption”
(Schaufeli et al., 2002). Schaufeli et al. (2008) through the sample of 587 telecom managers
concluded that workaholism, burnout and engagement are three different kinds of employee
well-being. Moreover, burnout akin to job demands (e.g. role stress) (Bakker et al., 2003, 2004),
while engagement is associated to personal resources (Bakker et al., 2005; Hakanen et al., 2006;
Langelaan et al., 2006; Mauno et al., 2007; Xanthopoulou et al., 2007).

According to the World Health Organization (WHO), well-being of workers comprised of
conditions whereby an employee understands his/her potential and ability to handle the
pressures in working productively and contributing toward the whole society. Previous
research suggested that happy and engaged employees are more likely to be productive
(Saks, 2006; Reio and Rocco, 2011; Warr and Nielsen, 2018). This study takes Conservation of
Resources (COR) theory (Hobfall, 1989) as the theoretical base that explained the relationship
between perceptions of insecurity and work-related well-being. According to the basic
credence of the COR theory, all individuals seek to acquire, retain, foster and protect those
resources they consider valuable and that the individuals are threatened by the actual or
potential loss of those resources (Hobfoll, 1989). He views “resources” as personal (skills,
self-esteem), conditions (e.g. being employed, autonomy, performance feedback), energies
(time, money and knowledge) and objects of value.

This study is investigating organizational communication, employee involvement,
perceived employability and emotional exhaustion as antecedents of job insecurity using the
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theory of COR. Resources can be categorized as job related and person related (Del Libano
et al., 2012). Personal resources reflect a sense of strength and refer to the individuals’
capability to control as well as influence their environment (Hobfoll et al., 2003). Perceived
employability is a useful resource for active adaptability to labor market changes (De Cuyper
et al., 2011). Froehlich et al. (2015) confirm how perceived employability influences the
relationship between job insecurity and job satisfaction. The COR theory considers emotional
intelligence as a resource and for many years the emotional exhaustion has affected resource
investment strategies tied to performance at work (Demerouti et al., 2014; Halbesleben and
Bowler, 2007). In literature, positive organizational communication efforts are proposed as a
resource that might serve as a buffer in times of job insecurity (Jiang and Probst, 2013).
Following sections present the theoretical review of each antecedent and its proposed
influence on job insecurity and well-being.

2.1 Job insecurity and well-being
Job insecurity is considered as the common stressor having unfavorable consequences for
employees (Cheng et al., 2005). Job insecurity is the disease of the 21st century (Sj€oberg, 2018).
Greenhalgh and Rosenblatt (1984, p. 438) defined it as “a sense of powerlessness’ to maintain
desired continuity in the threatened job situation”. De Witte (2005) has defined job insecurity
as a perceived risk of losing the current job. It reflects the current situation of a job not the
overall career of a person. Later, Vander Elst et al. (2016) described job insecurity as a
subjective experience to feel the risk of potential job loss. Perceived job insecurity contributes
to reducing job satisfaction, job involvement and trust in an organization (Richter and
Naswall, 2019); soars organizational stress, anxiety and depression (Chirumbolo and Areni,
2010); ascends absenteeism (Jiang and Lavaysse, 2018; Karatepe et al., 2020) and increases
turnover (Hellgren et al., 1999).

The COR theory (Hobfoll, 2002) explains the negative outcomes that job insecurity
generates. From the COR theory’s (Hobfoll, 2001) perspective, job security is also a resource as
it guarantees access to other resources like salary to fulfill economic needs (Sj€oberg, 2018).
According to the COR theory, when the valued resources go under threat of loss it creates
anxiety and stress. People get stressedwhen they fail to invest resources that are essential for
their goals (Hobfoll, 1989). Taking note of the COR theory, we can conclude that the possible
or actual job loss presents a threat to the valuable resource or resources that would, in turn,
lead toward impaired well-being. The potential job loss would generate stress reactions, i.e.
less engagement inwork that eventually goes toward the loss spiral. Consistent with the COR
theory, we can say that the possible or actual job loss of employees be it job features presents
a threat to the valuable resource or resources. Employees simultaneously start searching for
other jobs during work time instead of concentrating on their present job (K€onig et al., 2010).
Likewise, when employees experience the threat of resource (job) loss, they invest less energy
in their current job to prevent further resource losses (Cheng et al., 2012).

Findings of various studies proposed that job insecurity has a negative link with job
attitude, as well as the well-being of employees (Cheng et al., 2005; Otto et al., 2011, 2016; Jiang
and Probst, 2016; Huang et al., 2017; Getahun Asfaw and Chang, 2019). People having more
resourcesmayperceive the less risk job loss, however, thosewith fewer resourcesmay perceive
their jobs insecure and become less engaged (Holmgreen et al., 2017). Studies confirmed that job
insecurity is related to a separate dimension of work engagement and job insecurity predicted
low dedication (Mauno et al., 2007; Xanthopoulou et al., 2007; Vander Elst et al., 2010). That is,
engaged employees are working enthusiastically (vigor), are concerned about their work
(dedication) and are fully focused and happily immersed in their work (absorption) (Bakker
et al., 2008). Thus, the study tested the following hypothesis for the salespersons:

H1. Perceived job insecurity has a negative relationship with work-related well-being.
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2.2 Employee involvement
Employee involvement creates a setting that connects employees in all levels of
organizational decision-making, giving them information, and involving them in problem-
solving activities (Riordan et al., 2005). Therefore, employee involvement policies are globally
practiced (Su and Wright, 2012; Smith et al., 2018). Employee involvement can be an
important resource at work to achieve success (Hobfoll, 1988, 1989). The basic assumption of
the COR theory is that individuals in all contexts strive to retain, protect and gain resources
for maintaining well-being (Hobfoll, 2001). When employees possess resources, they develop
the ability to protect the future loss of resources (Hobfoll et al., 2018). Previous literature
provides the evidence that employee involvement is positively relatedwithwork engagement
(Macky and Boxall, 2008; Rana, 2015). Similarly, more engaged employees are less likely to
feel insecure about their job.

In the same way, involved employees are less likely to feel insecure about a job. Similarly,
Huang et al. (2012) revealed that employee involvement practices that include decision-
making, information sharing would increase perceptions of control in employees; hence,
minimizing the perceived job insecurity. This is because the participation of employees
provides opportunities for networking with supervisors that may increase the perception of
security (Vander Elst et al., 2010). The COR theory suggests that a person when gainingmore
resources will move to well-being (Hobfoll, 2002). It can be hypothesized that:

H2a. Employee involvement is positively related with work-related well-being

H2b. The relation between employee involvement and work-related well-being is
mediated by perception of job insecurity.

2.3 Organizational communication
Organizational communication is the extent to which workers have an adequate amount of
information about the organization and their tasks (Stoter, 1997). Organizational
communication reinforces the worker’s understanding and control over their work
situation and conditions (DeWitte, 2005), as it offers clarity and certainty in one’s
employment setting and is related with higher well-being (Vander Elst et al., 2010). Previous
studies reported a positive relationship of organizational communication and work
engagement (May et al., 2004; Lieke et al., 2012). Adkins et al. (2001) suggested the
negative association of organizational communication with perceived job insecurity. That is,
when employees have information about their roles such as expectations, performance
ratings and conditions of employment, it helps workers to feel secure (Huang et al., 2012).
However, poor organizational communication creates unclear expectations and enhances
employee’s perceptions of job insecurity (Keim et al., 2014). Likewise, rumors also create
confusion, enhancing the perception of job insecurity among employees (Smet et al., 2016).
The COR theory (Hobfoll, 2001) conceptualizes organizational communication as a key
resource for employees to gain insights aboutwork situations.Well-being is influenced by the
extent to which the resources are pooled by employees in understanding and controlling the
job insecure situations. It can be hypothesized that:

H3a. Organizational communication is positively related to work-related well-being.

H3b. The relationship between organizational communication and work-related well-
being is mediated by perceived job insecurity

2.4 Perceived employability
Perceived employability is defined as the perceptions of an individual’s ability to find
alternate employment (McQuaid and Lindsay, 2005). It is been evaluated by objective
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indicators such as education, skills, training and occupational or market position (Van Dam,
2004; De Jong and Schalk, 2017). Several studies described perceived employability as a
“potential antecedent of job insecurity” (Forrier and Sels, 2003; Berntson et al., 2007). Previous
studies also confirmed a negative association between perceptions of job insecurity and
employability (Kalyal et al., 2010). This study conceptualized the perceived employability as
the personal resource from the COR perspective. According to the COR theory, individuals
with resources can gain more means as well as have less risk of resource loss. The
characteristics which are tied to an individual as resources include feelings about being able
to influence its environment and situation (Hobfoll et al., 2003). Researchers have found a
positive relation of perceived employability with employees’ general and work-related well-
being (Silla et al., 2009; De Cuyper et al., 2008). It can be hypothesized that:

H4a. Perceived employability is positively related to work-related well-being.

H4b. The relation between perceived employability and work-related well-being is
mediated by perceived job insecurity

2.5 Emotional exhaustion
It is observed that exhausted workers express very little energy, and they also have reduced
resources, hence reduced personal accomplishment. Emotional exhaustion is mostly
demonstrated by physical fatigue and the feeling of psychologically and emotionally
drained sensations (Wright and Cropanzano, 1998). Emotional exhaustion arises when
workers feel that they do not have sufficient physical and emotional resources in coping with
different stressors (Hobfoll, 1989). Emotional exhaustion is found to initiate perceived job
insecurity because the exhausted workers exhibit poor performance. So, emotional
exhaustion with poor performance spurs feelings of job insecurity. Work engagement is
essentially regarded as energy and thereby a resource, consistent with the COR theory. The
COR theory conceptualizes emotional exhaustion as the depletion of energy resources
(Halbesleben, 2010; Zijlstra et al., 2014) that ultimately reduces the work engagement. Most of
the research has reported a negative relationship between work engagement and emotional
exhaustion (Schaufeli andBakker, 2004; Hakanen et al., 2018). In a study of 1,314 employees of
Finnish universities, De Cuyper et al. (2012) found the positive relation of emotional
exhaustion and perceived job insecurity which ultimately affects the work-related well-being.
Therefore, it can be hypothesized that:

H5a. Emotional exhaustion is negatively related to work-related well-being.

H5b. The relation between emotional exhaustion and work-related well-being is
mediated by perceived job insecurity.

2.6 Moderating role of boundaryless career orientation
The boundaryless career orientation is defined as the career paths wherein employees
respond to reduced organizational resources by seeking opportunities and resources from
outside the current employer, by changing employers or building an external professional
network (Arthur and Rousseau, 1996). It encourages flexibility, the development of
knowledge and networks, and the taking of responsibility for one’s career (Cartwright and
Cooper, 2008). Sullivan and Arthur (2006) proposed a boundaryless career orientation as
physical or psychological mobility. Physical mobility refers to the actual movement across
organizations and industries, whereas psychological mobility is the psychological orientation
toward making those movements. This study adopted Briscoe and Hall’s (2006) idea of
boundaryless career orientation as the preference of employees to move across different
employers/organizations. Boundaryless career orientation provides the shift in control of
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careers from organizations to individuals. By using the COR theory (Hobfoll, 2001), the study
conceptualizes boundaryless career orientation as a personal resource; therefore, the
employees who possess resources, develop the ability to protect their resources (Hobfoll et al.,
2018). Personal resources in work environment refer to an individual’s sense of capability to
manage his or her surroundings. When an individual takes account of one’s career, they
perceive their work as significant, meaningful and valuable (Rosso et al., 2010). Employees
who have personal resources have confidence in their capabilities and are optimistic about
their future. This allows them to bemore engaged in their jobs (Xanthopoulou et al., 2007; Ngo
and Hui, 2018). Individuals while gaining resources and opportunities for developing new
skills and competencies may better adapt to the current work environment and move toward
well-being (Hobfoll, 2002). From the COR theory and the above discussion, it can be
hypothesized that:

H6. Boundaryless career orientation will be positively related to the work-related
well-being.

Several studies suggest that individuals with high boundaryless career orientation are
characterized by high mobility. Conversely, persons with low boundaryless career
orientation choose to do an existing job with the same employer (Volmer and Spurk, 2011).
Boundaryless career orientation allows individuals to continue to thrive even in uncertain
conditions and explore alternative opportunities, while maintaining capabilities in their
existing employment at the same time (Briscoe et al., 2012). The COR theory states that
resource investment is more evident during the time of possible loss (Hobfoll, 2001). It is
therefore assumed that the salespersonswith a high presence of boundaryless career advance
their resources to develop more resources. Moreover, boundaryless career orientation
provides the basis of career success by understanding one’s competencies, opportunities in
the wider economic environment and likely development in future jobs. From the COR theory
and the above discussion, it can be hypothesized that:

H7. Boundaryless career orientation buffers the negative association between perceived
job insecurity and work-related well-being (Figure 1).

3. Research methodology
The present study employed a quantitative design and deductive approach as the objective is
to examine the factors to reduce the perceptions of job insecurity among salespeople. The
study takes the COR theory by Hobfoll (1989, 1998) as the deductive argument that sets the
foundation for establishing the hypotheses of the research.

Perceived 
Employability

Perceived 
Job insecurity

Work-related          
wellbeing

Emotional 
Exhaustion

Employee
Involvement

Organizational 
Communication

Boundaryless 
career orientationFigure 1.

Proposed research
framework
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3.1 Data collection
Cross-sectional datawere collected from salespersons of pharmaceutical companies inPakistan
where job insecurity is a reality (Chaker et al., 2016). Furthermore, the literature review
synthesized scarcity of well-being related empirical studies on this sector. The self-reported
questionnaire was personally distributed to 350 salespersons using simple convenience
sampling. This method of sampling is recommended when the sample meets the objectives of
research and is willing to participate in the study, sample is easily accessible, is at proximity
and accessible on time (D€ornye, 2007). Convenience sampling technique is appropriate to both
qualitative and quantitative design of studies as thismethodunderscores generalizability of the
findings on the population (Etikan et al., 2016; Suen and Lee, 2014). In total, 306 filled
questionnaires were obtained, yielding the rate of response 87% approximately. The standard
statistical analysis including structural equationmodeling “recommends a sample of 200 as fair
and 300 as good” sample for such studies (Tabachnick and Fidell, 1996). The current study
followed the suggestion of Hair et al. (2008) to choose a sample that is five times the number of
items in the questionnaire. Therefore, a sample size of 310 was required for this study. The
demographic characteristics of the sample are shown in Table 1.

3.2 Measures
The questionnaire comprised of 62 items, 12 itemsmeasured employee involvement using the
scale of Vandenberg et al. (1999), employee’s perceptions of involvement on four components
such as sharing of power, information, reward and knowledge was assessed. For example,
items included “I have sufficient authority to fulfill my job tasks,” “Company policies and
procedures are communicated to employees,” “Generally, I feel this company rewards
employees who make an extra effort,” “I am given a real opportunity to improve my skills at
this company through education and training programs.” Similarly, 11 items of the scale
proposed by Smidts et al.’s (2001) assessed organizational communication (e.g. “I have
received information about the goals of our organization”; “I have received information about
how well I fulfill my task”; “I have received information about ongoing management
decisions”). A six-item scale for emotional exhaustion by Maslach et al. (1996) was used.
Burnout inventory measures how often an individual feels emotionally exhausted by his job.
The itemswere rated on a seven-point Likert scale ranges from 0-never to 6-everyday. Sample
items include “I feel emotionally drained from my work,” “I feel tired when I get up in the
morning and face another day ofwork,” and “I feel I’mworking too hard onmy job.” perceived
employability was measured with four items from De Witte (1992). It has items as: “I am
confident that I could quickly get another job,” rated on a 5-point Likert-type scale ranges
from 1-(totally disagree) to 5-(totally agree), and 7-items of perceived job insecurity was lent

Variables Characteristics Frequency Percentage (%)

Gender Male 288 94
Female 18 6

Age 21–30 220 71.8
31–40 70 22.8
41–50 13 4.2
51–60 3 1.0

Education Graduation 226 73.9
Masters 80 26.1

Experience 1–10 years 281 91.8
11–20 years 21 6.8
21–30 years 4 1.3

Table 1.
Demographic

information of sample
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fromHellgren et al. (1999) such as: “I amworried that I will have to leavemy job before I would
like to,” “I worry about being able to keep my job.” 17-item scale of work-related well-being
was lent through the Utrecht Work Engagement Scale (Schaufeli et al., 2002). It measured
vigor (6 items), dedication (5 items) and absorption (6 items) and were rated on a 7-point
Likert-type scale ranges from 0-never to 6-everyday. Boundaryless career orientation is
measured through Briscoe et al.’s (2006) subscale of organizational mobility. It was rated on a
5-point Likert-type scale ranging from 1 (to a little or no extent) to 5 (To a great extent). The
items of organizational mobility were reversely coded. The sample items include “I would feel
very lost if I could not work for my current organization,” “I prefer to stay in a company I am
familiar with rather than look for employment elsewhere,” “In my ideal career, I would work
for only one organization.” Demographic information such as gender, education level and
years in service was treated as control variables.

4. Analysis and results
The preliminary analysis of data was conducted with Statistical Package for Social Sciences
(SPSSs), version 20.0. The analysis includes the screening of data, descriptive statistics and
normality. The descriptive analysis including means and standard deviation (SD) of the
sample is shown in Table 2. The table also includes the skewness and kurtosis values of
variables demonstrating that the normality of data is ensured. Structural equation modeling
was employed with SmartPLS 3.0. to test the measurement and structural model. The
following is the detailed evaluation of both measurement and structure model.

4.1 Assessment of measurement model
The assessment of the outer model determines the fit among the proposed theory and data
collected (Hair et al., 2014). The confirmatory factor analysis was used to evaluate the
measurement model. The outer loadings of every item used in this study are generated in
partial least squares (PLS) calculation. Table 4 shows that each item has a loading of above
0.50, the items below 0.40 loading were deleted for further analysis (Hair et al., 2014). It
ensures that only valid and reliable constructs should be used to measure the relationships
among variables. The reliability of instruments is evaluated with Cronbach’s alpha. The
Cronbach’s alpha evaluates the internal consistency of the instrument, and Sekaran (2006)
recommends the value of 0.5 as poor, 0.6 is satisfactory and 0.7 as good. For this study,
Cronbach’s alpha of all constructs is greater than a satisfactory level (See Table 3). The
composite reliability indicates the internal consistency and its value should be 0.6 (Bagozzi
and Yi, 1988; Awang, 2015). Composite reliability values displayed a satisfactory level (See
Table 3). Construct validity is defined as the degree to whichmeasured items characterize the
underlying construct (Saunders et al., 2016, p. 193). The validity of the construct is measured
by convergent and discriminant validity. For establishing convergent validity, the factor
loadings (See Table 4) and “average variance extracted” (AVE) are higher than 0.5 as
recommended by Hair et al. (2014). Table 3 exhibits AVE values thus establishing the
convergent validity of all variables. Discriminant validity evaluates that every construct to be
distinct and unique from all other constructs and the correlation matrix in Table 1 exhibit the
square root of the AVE for every variable is higher than their correlation with other variables
as recommended by Fornell and Larcker (1981).

4.1.1 Control variable:. Control variables like gender education level and years in service
were assessed to eliminate alternative explanations for the obtained results in SPSS. As such
coding for gender is 15male; 25 female. For education level (15masters; 25 graduation;
35 other) and years in service is coded as (15 1–10 years; 25 10–20 years; 35 20–30 years).
An independent sample t-test was conducted to compare the mean difference between males
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and females. The reported result was insignificant; hence, there is no statistical significance
difference between gender male and female with respect to work-related well-being. To check
the significant mean differences among different education levels and years in service with
respect to the dependent variable, we run the one-way Analysis of Variance (ANOVA) test in
SPSS, but we did not find the significant result of the test, justifying that there is no mean
statistical difference in education and years in service concerning work-related well-being.

4.1.2 Common method variance:. Data were collected through a self-reported
questionnaire. Thus, to avoid common method variance, several measures were adopted.
First, the study adopted procedural recommendations by Podsakoff et al. (2003) such as using
different scale types for the independent and outcome variable; adopted the validated
measures and used reverse-coded items on a scale. Next, Harman’s one-factor test was
conducted to examine common method variance. This has ensured that all measurement
items were subjected to factor analysis by applying the extraction method of the principal
component of one fixed factor with no rotation method (Podsakoff, 2003). Common method
variance exists when a single factor accounts for more than 50% variance independent
variable. The first factor explained 34.14% of the variance, demonstrating that there is no
single factor accounting the variance in this study.

4.2 Assessment of structure model
The partial least squares structural equation modeling (PLS-SEM) technique was employed
for hypotheses testing. The bootstrapping analysis estimated the β-coefficients that reflect
the strength of relations among dependent and independent variables. The hypothesis is
accepted if t ≥ 1.96 at the 0.05 level of significance (Peng and Lai, 2012; Hair et al., 2014).
Table 5 demonstrates the results of path estimates. All paths are significant except for the
direct relationship of perceived employability and work-related well-being (β 0.047, p 0.432)
(See Table 5). Our first hypothesis (H1) examined the negative relationship of perceived job
insecurity with work-related well-being. The results demonstrated negative significant paths
from work-related well-being and perceived job insecurity (β �0.335, p 0.00); hence, H1 is
accepted (See Table 5). First, we tested the direct relationships ofwork-relatedwell-beingwith
employee involvement (H2a), organizational communication (H3a), perceived employability
(H4a) and emotional exhaustion (H5a). Except perceived employability (H4a) all direct
hypothesis are accepted (See Table 5).

4.2.1 Mediation analysis. Mediation refers to the existence of a third variable or
mechanism which influences the effect of the independent variable on the consequence or
outcome variable (Aguinis et al., 2017). The researcher used bootstrap analysis (Preacher and
Hayes, 2008) to test the mediation. Bootstrapping is a robust method to conduct mediation
analysis (Hayes, 2013). In this method, sampling distribution is computed by intensive
repeated iterations. First, the path model was assessed using the bootstrapping technique,
without the mediator (See Table 6). We tested the mediating role of perceived job insecurity

Variables Cronbach’s alpha Composite reliability AVE

Employee involvement 0.739 0.802 0.504
Organizational communication 0.668 0.786 0.501
Perceived employability 0.711 0.821 0.537
Emotional exhaustion 0.780 0.849 0.530
Perceived job insecurity 0.767 0.843 0.519
Work-related well-being 0.745 0.821 0.436
Boundaryless career orientation 0.708 0.815 0.526

Table 3.
Cronbach’s alpha,
composite reliability
and average variance
extracted of all
variables
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between work-related well-being and employee involvement (H2) organizational
communication (H3), perceived employability (H4) and emotional exhaustion (H5). From
that sampling distribution, the effects of the direct and indirect paths are evaluated (Awang,
2015) with SmartPLS. Table 6 demonstrates the significant results of the mediation analysis.

To check the strength of mediation, Hair et al. (2014) suggest mediation strength VAF
(variance accounted for) score which was calculated in MS Excel. According to Hair et al.
(2014) if the value of VAF is above 80% it is called full mediation. If the value of VAF lies in-
between 20 to 80%, it is called partial-mediation and VAF below 20% accounted as no
mediation. Table 6 also demonstrates the calculated VAF score. The indirect path
(EI → JIS → WB) has a t-value of 3.17412; hence, H2 is accepted. The VAF value of

Items EI OC PE EE JIs BCO WWB

EI1 0.630
EI2 0.767
EI3 0.570
EI5 0.554
EI6 0.830
EI11 0.527
EI12 0.743
OC1 0.713
OC11 0.802
OC2 0.782
OC5 0.827
OC6 0.700
OC9 0.686
PE1 0.804
PE2 0.840
PE3 0.767
PE4 0.835
EE1 0.630
EE2 0.767
EE3 0.570
EE5 0.554
EE6 0.830
JIs1 0.747
JIs2 0.859
JIs3 0.724
JIs5 0.870
JIs6 0.629
JIs7 0.630
BCO1Rev 0.656
BCO2Rev 0.815
BCO3Rev 0.686
BCO4Rev 0.842
BCO5Rev 0.860
WWB1 0.736
WWB2 0.782
WWB3 0.781
WWB4 0.677
WWB5 0.547
WWB6 0.704
WWB10 0.577
WWB16 0.610
WWB17 0.809

Table 4.
Outer loadings of items

used in this study
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indirect path is 32% accounted for as partial mediation. H3 is confirmed as the indirect path
(OC → JIS → WB) has t-value, 2.4839, and the VAF score of this path is 22% accounted as
partial mediation. The indirect path (EE→ JIS→WB)with t-value,�4.2991 also confirms the
H5. The VAF accounted for this path is 33.96% all the above scores are between 20 and 80%
it is established that perceived job insecurity partially mediates these relationships
(See Table 6). However, the study revealed an indirect path (PE→ JIS→WB) as insignificant
with t-value 1.088; hence, H4 is rejected (See Table 6).

4.2.2 Moderating role of boundaryless career orientation. It was assumed that a positive
relation between boundaryless career orientation and work-related well-being exists. The
results demonstrated positive significant paths from work-related well-being and
boundaryless career orientation (β 0.260, p 0.00). Thus, hypothesis H6 and H7 both are
supported. The results confirmed the hypothesis 15 (β 0.230, p 0.00) which proposed that the
relationship of perceived job insecurity and work-related well-being will be weaker when
boundaryless career orientation will be high as compared to low. High boundaryless career
orientation among salespersons has buffered the negative association between perceived job
insecurity and work-related well-being. Figure 2 indicates the direction of the boundaryless
career orientation and perceived job insecurity interaction with relationship to work-related
well-being. It exhibits that the slope in the graph is steeper in case of low boundaryless career
orientation. Moreover, individuals with low boundaryless career preferences appeared not to

Effects Path β t-values p-values

Without mediator Employee involvement → Work-related well-being 0.365 3.493 0.00
Organizational communication → Work-related well-being 0.381 4.409 0.000
Perceived employability → Work-related Well-being 0.047 0.786 0.432
Emotional exhaustion → Work-related well-being �0.300 8.391 0.000
Boundaryless career orientation → Work-related well-being 0.260 3.551 0.000
Moderating effect → Work-related well-being 0.230 3.676 0.000

With mediator Employee involvement → Work-related well-being 0.279 2.956 0.003
Organizational communication → Work-related well-being 0.354 4.823 0.000
Perceived employability → Work-related well-being 0.071 0.797 0.428
Emotional exhaustion → Work-related well-being �0.301 8.391 0.000
Job insecurity → Work-related well-being �0.335 4.943 0.000
Employee involvement → Job insecurity �0.379 4.384 0.000
Organizational communication → Job insecurity �0.304 3.151 0.003
Perceived employability → Job insecurity �0.254 2.312 0.021
Emotional exhaustion → Job insecurity 0.462 7.912 0.000

Path Mediator Direct effects Indirect effect Total effects VAF t-value Mediation

EI-WWB N/A 0.365 N/A N/A N/A 3.493 N/A
OC-WWB N/A 0.381 N/A N/A N/A 4.409 N/A
PE-WWB N/A 0.047 N/A N/A N/A 0.786 N/A
EE-WWB N/A �0.300 N/A N/A N/A 8.391 N/A
EI-WWB JIs 0.279 0.126 0.395 32.06% 3.174 Partial
OC-WWB JIs 0.354 0.101 0.456 22.29% 2.483 Partial
PE-WWB JIs 0.071 0.034 0.415 8.38% 0.945 No mediation
EE-WWB JIs �0.301 �0.154 �0.455 33.96% �4.299 Partial

Note(s): p< 0.05. VAF>80%5 Full mediation, 20%≤VAF 80%5 Partial mediation, and VAF<20%5No
mediation; VAF, variance accounted for; N/A, not applicable

Table 5.
Path estimates
of model

Table 6.
Results of mediation
analysis
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alleviate the negative relationship between perceived job insecurity and work-related
well-being.

5. Discussion
Though many studies have brought the importance of organizational communication,
employee involvement (De Witte, 2005; Vander Elst et al., 2010; Shoss, 2017), perceived
employability (Bernstrøm et al., 2019) and other personal resources to prevent the perceived
job insecurity, yet very few studies have investigated these relationships to reduce
perceptions of job insecurity among employees (Huang et al., 2012). The current study aspires
to investigate the factors that contribute to prevent the perceived job insecurity and mitigate
its negative impacts on the work-related well-being of salespersons.

Our first objective was to examine how organizational communication, employee
involvement at the organization level and individual factors (perceived employability and
emotional exhaustion) contribute toward well-being by reducing the perceptions of job
insecurity among pharmaceutical salespeople in Pakistan. The empirical results confirmed
the role of the salespersons’ involvement and effective communication to reduce the
perceptions of job insecurity (see Table 5). Our finding is consistentwith the previous study of
Vander Elest et al. (2010) who by engaging a sample of service and industrial workers in
Belgium found that communication reduces the worker’s perception of job insecurity. Keim
et al. (2014) also found that greater communication makes the work environment less
ambiguous, provide clarity in role and job duties, reduce conflicts, and thus, minimize the
perceptions of job insecurity. Similarly, a longitudinal study of Huang et al. (2012) also found
that organizational practices of employee involvement and communication reduce job
insecurity by creating clarity and certainty in the work situation. Recent studies on the topic
verified that organization which involve employees in strategic decisions can make them feel
more secured, safe and attached with the organization (Pham et al., 2020; Vinodkumar and
Bhasi, 2010).This is also in alignment with the arguments of the COR theory that individuals
having more resources perceive the less risk of job loss; however, those with fewer resources
may perceive their jobs insecure (Holmgreen et al., 2017). Thus, effective communication and
employee involvement in terms of shared knowledge, involvement in decisions and reward
compensation provide the opportunity to reduce the perceptions of job insecurity among
salespersons.

Our finding validates a significant positive relationship between emotional exhaustion
and job insecurity (see Table 5). Support for this relationship comes from Piccoli and DeWitte
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(2015) who proposed that exhausted workers are less likely to show desired performance,
hence, experience more job insecurity. Finally, we also confirmed perceived employability as
a personal resource prevents the feelings of job insecurity. This result simulated the findings
of De Cuype et al. (2012) who also found the negative association of perceived employability to
job insecurity among Finnish workers. Peir�o et al. (2012) using the data of 3,000 Spanish
employees also found that employability reduces job insecurity. Our finding proved the
argument of the COR theory (Hobfoll, 1989, 2001) that employees who perceive themselves as
employable are less vulnerable to resource loss in the form of job insecurity. Specifically, the
salespeople having more personal resources perceive themselves as less insecure (Aybas
et al., 2015)

Next, the results of the mediation analysis confirmed job insecurity as a mediator as most
(3 out of 4) mediation paths were significant (see Table 6). One of the significant effects is
related to the partial mediation of job insecurity between employee involvement and their
work-related well-being. As such when employees are involved in their work policies and
procedures, they consider their job less insecure and engagemore toward their work. Further,
the relationship between organizational communication and well-being is mediated by job
insecurity, so that effective communication prevents job insecurity, which, in turn, associates
with well-being. Job insecurity also mediates the relationship between emotional exhaustion
and well-being as emotionally exhausted salespersons perceive more insecurity that impairs
their engagement toward work. The non-significant effect is related to the mediating role
of job insecurity on perceived employability and work-related well-being. Thus, highly
employable salespersons feel less job insecurity and are motivated to engage in their work.
On the other hand, Bernstrøm et al. (2019) found that highly employable workers leave
insecure jobs. Our finding is inconsistent with the previous study that salespersons having a
will and the means to fulfill the requirements of work and achieve their goals move toward
higher well-being (Bouzari and Karatepe, 2018).

Another objective was to mitigate the effects of perceived job insecurity by using
boundaryless career orientation among salespersons. The study confirmed the
moderating role of boundaryless career orientation on the association between
perceived job insecurity and well-being that salespeople having high boundaryless
career orientation are less likely to feel insecure about their job. Our finding is following
the COR theory that resourceful employees possess relevant skills and expertise and
become less vulnerable to job loss. Similarly, the relevant resources of work enable
flexibility and reduce the negative effects of perceived job insecurity by lowering
expectations for security (Klehe et al., 2012). Salespersons with more resources, possessing
the relevant skills and expertise in their field are less vulnerable to job loss, and this
resource gain (being able to get employed) will buffer the negative reactions of perceived
job insecurity. Moreover, salespersons with a high presence of boundaryless career
advance their resources to develop more resources such as knowledge, experience and
professional networks across organizations.

6. Conclusion and implications
Thus far, there is little empirical research directed on the effects of job insecurity on work-
related well-being using the lenses of the COR theory (Lee et al., 2018).

Further, the study introduced and examined the buffering role of boundaryless career
orientation by using the COR theory. Boundaryless career orientation is conceptualized as a
personal resourcemoderating the association between perceived job insecurity and employee
well-being and its outcomes. Furthermore, the study tested the extent to which boundaryless
career orientation (BCO) operates as a buffer that weakens negative effects. The results
revealed that employees having high BCO are less likely to feel insecure about their job.
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This study examined the ways to prevent and mitigate the negative effects of perceived
job insecurity on the work-related well-being of pharmaceutical salespersons. To make
employees engaged, the organizations are required to involve employees by sharing
knowledge, information, and power to make decisions, value their opinion and ensuring
employability. Such salespersons, in turn, contribute to the organization by offering solutions
to customer problems and making suggestions for increasing their sales performance. BCO
proved to moderate the relationship between job insecurity and work-related well-being.
Salespersons having a preference of a boundaryless career are motivated to advance their
resources and develop more resources such as knowledge, experience and professional
networks across organizations. This conclusion fills in the gap of current literature on
moderating variables in the association of perceived job insecurity and well-being which was
one of the objectives of this research.

This investigation makes meaningful theoretical implications in the existing literature of
well-being. The study proposed that the utilization of organizational and personal resources
will reduce the perceptions of job insecurity among salespersons using the lens of the COR
theory which was less investigated. Further, using the COR theory, this study spearheaded
future research by examining BCO mitigating the negative impact of job insecurity on the
well-being of salespersons. The finding attached the importance of work environment and
work practices (involvement and communication) to reduce perceptions of insecurity among
pharmaceutical salespersons.

COVID-19 has recently transformed the demand and supply side of labor market.
This mega crisis has influenced the wage rates and downsizing has become a panacea.
Consequently, the employees feel threatened and their job quality is compromised
(Frone, 2018; Meyer et al., 2018). Niesen et al. (2018) acknowledged that downsizing
increase employees’ job insecurity. Economic indicators and company reports indicate
“service mega-disruptions” due to COVID-19 for businesses, in particular for the
services sector (Kabadayi et al., 2020). In this background, our findings provide several
useful implications for administrators, pharmaceutical salespersons and managers. It
is noted that in uncertain conditions like COVID-19, the employees feel less engaged
toward work and exhaust emotionally; therefore, the employers and managers should
minimize the effects of perceived job insecurity to win the commitment of employees.
A recent meta-analysis on organizational resilience during the turbulent times like
pandemics concluded that communication and openness along with contact frequency
with employee will have a positive influence on the overall well-being of employees
(Bui et al., 2019). This communication must contain the element of hope and continuity
of services during the crisis. An organization may engage employees in their decisions
which may reduce their concerns over potential job loss. It will enable organizations to
create an engaged and loyal salesforce. Further by providing the feeling of
employability to pharmaceutical salespersons, the insecurity perception may reduce,
and it will send signals to employees that management is willing to invest in
developing their skills and knowledge. Our support theory of COR maintains that
effective response of organization during the uncertainty like pandemics reduces the
psychological and physiological strain associated with a depletion of resources
tempted by a pandemic (Vo-Thanh et al., 2020). The moderating role of high BCO
suggests the need for individual workers to develop new skills and opportunities as job
insecurity is influenced by one’s subjective perceptions. With this recognition, the
corporate strategy must revolve around the continuous training for enhancing the
motivation level as well as to improve the professional and emotional skills for career
advancement in the organization. At the management level, this can be done through
strong internal recruitment systems that enable the employees to upgrade their current
position through internal mobility.
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7. Limitations
There are some limitations related to this research. The first limitation of the study is the
cross-sectional design thereby the researcher has collected data at one point in time. Some
researchers argued that job insecurity persists overtime which may affect the future well-
being. Therefore, future studies must consider longitudinal designs so that the underlying
process is investigated further. Another limitation of this study is the selection of the sample,
pharmaceutical salespersons. Future researchmay be commissioned to consider other sets of
salespersons which will lead to the validity of results. Future research needs to uncover
additional moderators like psychological contract fulfillment to mitigate the negative impact
of perceived job insecurity on employee’s well-being.

The third limitation is the use of a self-report questionnaire. Employees reporting their
perceptions about predictor and criterion variables can be a reason for common method
variance that in turn affects the findings. Therefore, the study adopted procedural
recommendations by Podsakoff et al. (2003) such as using different scale types for the
independent and outcome variable; used reverse-coded items in scale; adopted the validated
measures; ensuring that there was no single factor accounting for the majority of the
variance. Besides, to prevent the effect of social desirability in data, the respondents were
asked to participate voluntarily, and anonymity was ensured by the researcher. Additional
research on the outcomes of the job insecurity among salespeople may illuminate this field of
research. For instance, career adaptability dimension could be studied as the moderator or
different components of work-related well-being may be measured through burnout and job
dissatisfaction dimensions. Another interesting study could be the investigation on our
antecedents on different career stages as employees face different set of challenges related to
their well-being. For in-depth and holistic understanding of how pandemics are shaping
individuals’ short-term and long-term career choices, this research could be extended by
employing BCO and turnover intent as an antecedent.
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