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The organizations providing services are facing a significant challenge of turnover of their
employees. This paper is aimed at to study effects of employee’s turnover on remaining
organization’s employees commitment, job stress and job satisfaction level. To conduct survey
the questionnaires are distributed to teachers in three universities in Punjab, Pakistan.
80 teachers from three universities have participated and filled the questionnaires developed
for data collection. Convenience sampling technique was adopted to collect data. Findings
of the study show that turnover of teacher’s affect commitment and job satisfaction of other
teachers to some extent but it does not affect their job stress level. Thus, the factors that affect
job stress level of teachers are other then turnover of colleagues. This study adds the knowledge
to understand the job related issues of academic staff in the context of Pakistan.
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1. INTRODUCTION

The costs associated with the reduced productivity because of labour turnovers account for
two third of the total cost of turnover in an organization.! In services organizations, frontline
employees are their basic competitive edge.> As it is a commonly known concept that the
delivery of services depends on the employees delivering it. An important issue for services
organizations is to retain those service employees; most important is to retain the employees
which are very good in providing services to customers. Therefore, managing turnover of
organization’s employees is important to keep good employees in the organization.® Thus
it becomes imperative for the organizations to retain their trained employees to avoid such
additional costs.

Enormous intangible costs along with tangible dollar cost are associated with labour
turnover. These intangible costs depend on the extent to which turnover effect workplace
environment.* The factors of work place environment are related to the job stress level of
employees.® As it is commonly known that factors related to workplace affect the employees,
even the presence and absence of other employees and their skills affect the flow of
work because providing services is usually a step by step procedure in organizations, so
performance of an employee often depends on performance of other employees working in
an organization. Employee turnover is not an isolated happening in any organization. It is
strongly related to organization’s employee’s behaviours in stipulations of productivity, their
plan to leave, decreased loyalty, job stress and job dissatisfaction.®

However, the centre of attention in this study is to analyze the impact of employee turnover
on the remaining employee’s job satisfaction, organizational commitment and job stress.
There are total eight sections in this study. First section is about a brief introduction, second
section is about the literature review to develop the research framework for arriving at the
hypotheses to be tested on the bases of previous researches and third section is about the
research framework. In the fourth section the objectives of study are listed, fifth section
comprises of hypotheses which are developed from the research framework. The sixth
section of this study includes methodology and the section seven is about the statistical tool
applied and results generated thereafter. Discussion and conclusion of the study are given in
the last section.

HiNkIN, T. - TRACEY, J.: Contextual factors and cost profiles associated with employee turnover, Cornell Hospitality
Quarterly, 49(2008)/1, 12-27.

PFEFFER, J.: Changing mental models: HR's most important task, Human Resource Management, 2005/44, 123
128.

Lro, J. K. -BROTHERRIDGE, C. M.: Does supporting employees’ career adaptability lead to commitment, turnover, or
both? Human Resource Management, 2005/44, 5-19.

LASHLEY, C. - CHAPLAIN, A.: Labour turnover: hidden problem - hidden costs, The Hospitality Review, 1(1999)/1,
49-54.

> SpARKs, K. — COOPER, C. L.: Occupational differences in the work-strain relationship: towards the use of situation
specific models, Journal of Occupational and Organizational Psychology, 1999/72, 219-229.

McComs, S. A. - BOURNE, K. A. - BARRINGER, M. W.: Reconciling the paradox of part-time service work,
Organizational Dynamics, 2003/32, 342-356.

PRO PUBLICO BONO - MAGYAR KOZIGAZGATAS « 2017/2.

nemzetkozi kitekintés o

193



nemzetkozi kitekintés e

2. AREVIEW OF THE LITERATURE

To improve quality of services being provided by an organization, the employees of the
organization have central importance. Which means the success of any services organization
is the result of act of its employees who have direct interaction with customers.” The costs of
labour turnover are also related to organizational behaviour and other associated hygiene
aspects.® It is observed that the intention of employees to leave the organization is a major
factor effecting voluntary turnover.” Turnover is worse because it results in work force
decrease.”® The increase in turnovers decrease the quality of services being provided by the
organizations, it is because of the required time to fill the gap of experienced employees."
Employee turnover costs organizations in different ways which includes the costs of
identifying, hiring and then training the new staff including the overtime payments to relieve
deficiencies, and the cost resulted from the replacement of a trained and skilled employee
with an inexperienced new employee."

A major threat in current business field is to keep skilled employees. The employees’
turnover costs every organization in a lot of diverse ways like reduced output, decrease moral
of employees and lost competitive edge. Cost of turnover of employees can be 1.5 times more
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than salaries of its employees’”* Employees’ turnover can cost heavily to an organization."
For American companies the cost of employees’ turnover is estimated to extent to about $5
trillion per year.” The employee’s retention can be increased through proper feedback, job
clarity; job control and freedom to some extent in their job related decisions.’* Commitment
of an organization’s employees is their belief and recognition on its targets and objectives,
and their eagerness to put their efforts to support these goals by maintaining membership
of the organization.” Commitment is of three forms which are affective: continuous and
normative commitment. Affective commitment means the employee’s faithfulness,
loyalty and affection to an organization.” Committed employees want to remain part of
the organization.”® However, affective commitment is developed from positive experiences,
organizational support and sense of achievement of employees within the organization.
Continuous commitment is when employees remain in an organization as the cost of leaving
the organization has increased and they cannot get another job easily.”!

Nevertheless, the cost of leaving may include the lack of employment opportunities or the
facilities being provided by the employing organization. Hence continuous commitment
varies according to experience and the perceived cost. When workers remain in an
organization because of their loyalty with that organization and feeling of doing a right job,
it is called normative commitment.?? Therefore, the normative commitment is developed
from the personal and cultural norms. These three types of commitment provide an
understandable sense of the reasons because of which the workers of an institute stay with it.
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However, in Pakistan the more important to be considered is the continuous commitment
because of the increased cost of leaving. As far as employees’ turnover is concerned it affects
the organizational environment and work processes. In many cases the performance of an
individual relates to the performance of the other employees working at the same workplace
because in organizations there are predefined processes through which required work is to
be done. It is commonly known that lack of workers increases the workload on remaining
workers resulting in increased jobs tress.

Stress is when workers experience that they are not able to perform their job according to
the standards of the organization due to certain happenings in the work environment.” Job
stress could have different forms depending upon the job requirements of workers. It is defined
as a feeling of a worker that his performance is not according to required standards because
of some happenings in work place environment.? It is required that organizations should
eliminate or at least minimize the sources of stress in the work place.”® Work environment
aspects are related to stress, namely lack of control, role uncertainty, work overloads and
work disagreements.” Work overload is when an employee is not capable of performing his
job because of lack of resources, time or capabilities.”

Employees’ level of satisfaction, their loyalty to the organization and turnover behaviours
are linked to their job stress level.”® Factors of work environment have direct effects on job
stress level and employees’ job satisfaction.” Increased job stress levels result in decreased job
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satisfaction of employees.* Job stress reflects the dissatisfaction of employees which increase
the expected rate of turnover.* To reduce job stress of an employee, it is significant to increase
his commitment towards the organization. Job stress is not only the result of difficulties
and overloading of work but there are some personal reasons of employees resulting in job
dissatisfactions.*

Job satisfaction of employees is a significant characteristic that organizations need for their
human resource.” Job satisfaction is a sense of achievement developed in an individual as
aresult of appraisal of job.** Job satisfaction affects the rate of turnovers, performance of one’s
job and level of job stress of an employee.*® Employee job satisfaction results in increased
productivity and decreased turnover while dissatisfaction leads to absenteeism and reduced
productivity.® Job satisfaction should not be overlooked, but there are small numbers of
organizations which consider it seriously.”’”

Based on the literature review above, research framework to study turnover effects on job
satisfaction, job stress and organizational commitment of employees is as under:
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Organizational Commitment

i. Affective commitment
ii. Continuous commitment
iii. Normative commitment

Turnover Job stress

i. Job overload

i. Voluntary turnover
Y ii. Job ambiguity

Job satisfaction

i. Feeling of serving the best organization

ii. Empowerment
\ J

Figure 1 « Research Framework

Turnover of employees is the only independent variable and employee’s organizational com-
mitment, job stress and job satisfactions are the dependent variables in the above research
framework. Turnover is considered as the only one independent variable because it is a study
to look at the consequences of employee’s turnover in educational institutions on remaining
workers commitment to the organization their job stress and job satisfaction level. Turnover
is being measured by voluntary turnover, three types of organizational dedication including
normative commitment, continuous commitment and affective commitment are considered
to measure organizational commitment of employees while job stress is being measured by
job overload and job ambiguity. To check the job liking of workers feeling of serving the best
organization and empowerment are considered as job satisfaction measures.

3. OBJECTIVES OF THE STUDY

a.To examine the relationships between employee’s turnovers and remaining
employee’s organizational commitment, job stress and job satisfaction.

b.To study the strength and direction of the effect of an organization’s employee’s
turnover on remaining employee’s organizational commitment, job stress and job
satisfaction.

4. HYPOTHESES

The following hypotheses are developed to be tested:
H1: There is no relationship between turnover of employees and remaining employee’s
organizational commitment.
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HI: There is a negative relationship between turnover of employees and remaining
employee’s organizational commitment.

H2,: There is no relationship between turnover of employees and remaining employee’s
job stress level.

H2: There is positive relationship between turnover of employees and remaining
employee’s job stress level.

H3: There is no relationship between turnover of employees and remaining employee’s
job satisfaction.

H3: There is negative relationship between turnover of employees and remaining
employee’s job satisfaction.

5. METHODOLOGY

This is a study of employees of services organizations. In this study the population considered
is all universities of province of Punjab in Pakistan. The survey covered three universities
including Quaid-e-Azam University Islamabad, GC University Faisalabad and University
of WAH. The sample to be studied is male and female teachers within the age limit of
25 years to 60 years from different departments of these universities. Teachers at all ranks
are considered as sample. In this study the Convenience sampling was adopted to gather the
related data. The teachers were contacted personally and 150 questionnaires were circulated
to collect data for the study. The response rate was 53.3% as 80 out of 150 teachers returned
the questionnaires. The participants were approached after taking permission and they were
told that the information being provided by them is used only in this research work and the
confidentiality must be ensured to the best possible extent.

The scale being used consists of items to measure four variables being studied in this
research. First variable turnover is measured by four items. While organizational commitment
is measured by eleven items, job stress is measured by nine items and job satisfaction of
employees is measured by six items included in the questionnaire. Thus total 30 items included
in the scale. Rating scale (5 point Likert scale) was used to examine how powerfully the subject
agrees or opposes the statements, on the five point Likert scale. This is an interval scale and the
differences in the responses between any two points on the scale remain the same.

Pre-formulated questionnaire consisting of written set of close ended questions was used to
gather information. To maintain the reliability, stability and consistency the data was collected
from the entire respondents by using the same questionnaire for all. The scale being used in this
research work is to a limited extent adopted from the questionnaires developed by Quinn and
Shepard (1974), Pond and Geyer (1991), Mowday, R, T., Steers, R, M., and Porter, L, W. (1979),
Weiss, D., Dawis, R., England, G., and Lofquist, L. (1967), Meyer and Allen (1997), Dunham
(1994), Cohen (1999), Lvancevich and Matteson (1980), Nelson and Sutton (1990).

It is a field study and the unit of analysis is the individual worker. For this study data is
gathered just once in the natural environment with the least interference. The primary data
was used and the firsthand information is obtained to study the variables of interest. It is
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a co-relational study that attempts to establish cause-and-affect relationships through certain
type of co-relational or regression analysis.

6. RESULTS AND ANALYSIS

Before applying the linear regression to test the hypothesis of this study to arrive at results,
some statistical measures are applied on the data of 80 samples, including reliability,
descriptive statistics and correlation of the variables. Reliability of the variables is computed
to confirm the dependability of the measure being used that should be equal or more than
0.6 when the scale is appropriate.® The scale reliability of considered variables for the data of
80 is shown in Table 1. It shows that the scale of 30 items was reliable to collect data for this
study. As in Table 1, the reliability for the considered variables is more than 0.6 which shows
that all the sub scales are reliable; as all sub scales are reliable; therefore, the total scale is also
reliable.

Table 1 « Reliability of the Scale for Variables Considered (N=80)

Sr. # Scale Items Alpha coefficient
1 Turnover 4 0.702
11 Commitment 11 0.652
11T Job stress 9 0.746
v Job satisfaction 6 0.812

As far as descriptive statistics are concerned the mean, standard deviation, minimum and
maximum for all variables are given in the Table 2 for 80 respondents. From arithmetic
means of the variables it is clear that for turnover, commitment and job satisfaction
most of the teachers agree or strongly agree while in the case of job stress most of the
teachers disagree or strongly disagree. The standard deviation (SD) is the basic measure of
variability. The smaller SD shows that the majority of the values in the gathered data are
close to the overall mean of the data and its big value means that information in the data
set is widely scattered around the mean of data. As in the Table 2 the highest standard
deviation is 0.9093 which shows that the observations in the data set lie within mean
£ 1SD. That means the comments in the data are clustered around the mean.

% CHURCHILL, G.: A Paradigm for Developing Better Measures of Marketing Constructs, Journal of Marketing

Research, 1979/16, 64-73.
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Table 2 o Descriptive Statistics of the Variables (N=80)

. Range scores
Scales N of items M SD Mi E _ Max
Turnover 4 3.0250 0.9093 1.25-5.00
Commitment 11 3.4216 0.4839 2.45-4.64
Job stress 9 2.5708 0.6242 1.33-3.89
Job satisfaction 6 3.7500 0.7463 2.00-5.00

M= mean, SD= standard deviation
Correlation quantifies association among the variables and it shows trend and potency of
the linear connection among the variables. Its value varies from +1 to -1 showing the power

of association. Its value near to 0 shows weak relationship.

Table 3 « Inter Variables Correlation of Scale (N=80)

Scale I II 111 v
Turnover - -.243 -.433" 211
- .030 .000 .061
i i - - 589" -.256"
Job satisfaction - - 0 e
i - - - -.140
Commitment - - - o
Job stress - - - R

*. Correlation is significant at the 0.05 level (2-tailed).
**_Correlation is significant at the 0.01 level (2-tailed).

In Table 3 the correlation among the variables of the study is given. It is clear from
the table that turnover is inversely correlated with job satisfaction and commitment at
level of significance below 0.05. Turnover is not significantly correlated with job stress.
Job satisfaction is significantly correlated with commitment and inversely correlated
with job stress. Commitment is also inversely and not significantly correlated with job
stress. The inverse and non-significant correlation of variables shows that the assumed
relationship among variables is not being laid existing by the outcome of correlation test.
Thelinear regression is applied on the data collected to test the hypotheses. Linear regression
is applied because in this study the one independent variable is predicting three dependent
variables. To test H1 the linear regression between turnover and commitment give the results
as shown in Table 4. In Table 4, the value of R* shows that 18.7% variability in commitment of
teachers is explained by variability in turnover of other teachers. Thus value of R*shows that
some of the teachers are influenced by turnover of their colleagues. p shows the strength of
relationship. The strength of relationship between turnover and commitment of teachers is
43.3% and is negative as well. Thus showing that turnover negatively affects the commitment
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of teachers to organization for which they are working up to extent of 43.3%. Standard error
of estimate is the typical residual; it is the difference among that is predicted by the model and
which is actually observed and the difference is approximately 43.9%. The test is significant
as p< 0.000. Thus the data does not provide sufficient evidence to reject H1A, and on the
basis of above results of regression, it is clear that turnover of colleague’s affect organizational
commitment of other employees negatively.

Table 4 « Outcome of Linear Regression Taking Turnover as Independent and Commitment
as Dependent Variable (N=80)

Model b SE B T P
(Constant) 4.118 0.171 - 24.016 0.000
Turnover -0.230 0.054 -0.433 -4.241 0.000
R?= 0.187

AR?= 0.177

Note: b= Unstandardized coeflicient, SE= standard error, = standardized coefficient, t=
test statistic, p= level of significance.
Standard error of estimate = 0.43902

To test the second hypothesis the linear regression between turnover and job stress gives the
results as shown in Table 5. In Table 5 R square shows that 4.4% variability in job stress level
of teachers is explained by variability in turnover of other teachers. Thus value of R square
shows very few teachers feel stressed because of turnover of their colleagues. p shows the
strength of relationship. The strength of the relationship between turnover and job stress
level of teachers is 21.1%. This shows that teachers do not feel stressed due to turnover of their
colleagues. Standard error of estimate shows the difference of approximately 61.4% between
observed and expected. The test is not significant as p=0.05. Thus the data does not provide
sufficient evidence to accept H2A, and on the basis of the above results of regression, it is clear
that turnover of colleague’s dose not effect job stress level of other teachers.

Table 5 o Results of Linear Regression Taking Turnover as Independent and Job Stress As
Dependent Variable (N=80)

Model b SE B T p
(Constant) 2.134 0.240 - 8.894 0.000
Turnover 0.145 0.076 0.211 1.902 0.061
R?= 0.044

AR*= 0.032

Note: b= Unstandardized coefficient, SE= standard error, = standardized coeflicient, t=
test statistic, p= level of significance.
Standard error of estimate = 0.61414
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To test the third hypothesis the linear regression between turnover and job satisfaction
gives the results as shown in Table 6. In Table 6 R square shows that 5.9% variability in job
satisfaction of teachers is explained by the variability in turnover of other teachers. Thus
the value of R square shows that very few teachers feel dissatisfied because of turnover of
their colleagues. p shows the strength of relationship. Here it is 24.3% which is negative as
well, that means the turnover of teachers has very minimal negative effects on remaining
teacher’s job satisfaction level. This shows that very few teachers feel dissatisfied because of
the turnover of their colleagues. Standard error of estimate is the typical residual; it is the
difference that amid what is predicted by the model and that actually observed and the dif-
ference is approximately 72.8%. The test is significant as p<0.05. Therefore, from the above
result, it could be concluded that the data provide weak evidence to accept H3A. It is also
obvious that very few teachers feel dissatisfied due to turnover of their colleagues.

Table 6 o Results of Linear Regression Taking Turnover as Independent and Job Satisfaction
as Dependent Variable (N=80)

Model b SE B T P
(Constant) 4.354 0.285 - 15.300 0.000
Turnover -0.200 0.090 -0.243 -2.215 0.030
R?= 0.059

AR*= 0.047

Table 6: Linear Regression

Note: b= Unstandardized coeflicient, SE= standard error, = standardized coeflicient, t=
test statistic, p= level of significance.
Standard error of estimate = 0.72851

7. DISCUSSION AND CONCLUSIONS

The H1 was that a negative relation exists between turnover of colleagues and organizational
commitment of employees that was supported by the results of linear regression performed
to test the relationship assumed. It is because when a teacher leaves an institute either for
further studies or join another better institute the remaining also think that they should
also go for that better opportunity. The approval of the first hypothesis is consistent with
the findings of Mowday (1979) as in the literature review. But the second hypothesis of
the study was rejected by the results of regression and it becomes clear that turnover of
teacher’s does not cause job stress to other remaining teachers. It is because the institute
hires other teachers to fill their place and the remaining will not have to face work overload
or work ambiguity. This would be faced by them if they had to teach that subject in which
they are not qualified; but in universities the teaching responsibility is never given to one
who does not have sufficient knowledge required so teachers of universities don’t have to
face the problem of work overload or role ambiguity.
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The rejection of the second hypothesis is not consistent with the literature and from the
results of this research it is understandable that teachers’ stress is not increased because of
turnover of their colleagues so their productivity is not reduced as a result of increased stress
and intangible cost in the form of reduced productivity is not increased. The third hypothesis
of the study was weakly supported by the results thus showing teachers job satisfaction
is affected to some extent by turnover of their colleagues. Hence, the acceptance of third
hypothesis shows that the result is consistent with the previous research by Chen (2007).

This study is useful for the management of academic institutions to boost the job satisfaction
and commitment of their teachers by controlling the turnover of workers of the organization.
This study helps to understand that in which dimension and to what degree the turnover of
teachers affects the organizational commitment and job satisfaction level of other teachers.
Employee job satisfaction results in increased productivity and decreased turnover while
dissatisfaction leads to absenteeism and reduced productivity (Chen 2006).

The productivity of academic staff is not only related to the lectures delivered by them to
the students but it also includes their contribution towards knowledge in the form of research
work by them. For research work it is very significant that the researchers’ mind is free of
thoughts relating useless matters. Thus the findings of this study could help administrators
understand how to increase or boost the research contributions of their academic staff
by providing them more better work environment through increasing their level of job
satisfaction and organizational commitment. The findings show that the job stress level of
teachers is not affected by the turnover of their colleagues. This shows that there are factors
other than turnover of colleagues which affect the satisfaction level of teachers: these factors
could be the performance of their students, their relations with their co-workers etc. Thus
future research could include more factors to check the effects of those additional factors on
the teachers work stress, to understand the causes of job stress of teachers.
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