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This article examines the boundary conditions for the formation of turnover intention.
We propose that the environment, both at the firm level and at the societal level,
moderates the relationships among organizational commitment, job satisfaction, and
turnover intention. Our findings show support for our model using professional
employees from China, Jordan, Turkey, and the USA and reveal the similarities/differ-
ences across cultures. The results call for our attention in taking into consideration the
environmental conditions (organizational, cultural, and economic) when studying
antecedent factors of turnover intention. We also provide implications for researchers
and practitioners in the human resource management (HRM) field and suggestions for
giving attention to countries and regions that have been understudied.

Keywords: boundary factors; job satisfaction; organizational commitment;
organizational, cultural, and economic environment; turnover intention

1. Introduction

Turnover intentions have been an important topic in human resource management (HRM)
(Koh and Yer 2000; Parnell and Crandall 2003; Lam, Chen and Takeuchi 2009). By looking
into employees’ intention to leave, scholars identify factors that organizations should
address when implementing policies designed to solve problems that turnover brings or to fit
for their unique HRM systems. However, studies over the last decades provide explanations
mainly on the antecedents of turnover intention. Among them, most of the studies focus on
the single-country context and fail to provide a general model to explain what influences
turnover intention and under what conditions (Fang 2001; Takeuchi and Takeuchi 2009).
Due to the fact that there is no consistent model of the antecedent factors for turnover
intention, we feel urged to look for these boundary conditions under which the antecedent
factors for turnover intention may be consistent over different cultural contexts. In this
study, we focus on the environmental conditions in which the firms are embedded. We also
test our model by including countries that have been heavily studied — China and the USA
(Zhang and Agarwal 2009), as well as countries that have been understudied — Jordan and
Turkey (Abu-Doleh and Weir 2007; Budhwar and Mellahi 2007). By including these
countries, we intend to enrich our knowledge of turnover intention across cultures and
provide insight to scholars and practitioners in HRM.

A majority of the existing studies on turnover intention focus on job satisfaction as the
main antecedent (Steers and Mowday 1981; Tan and Akhtar 1995; Currivan 1999; Tsai
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and Huang 2008). Especially for voluntary turnover, job satisfaction seems to explain most
of the variance in turnover intention (Carsten and Spector 1987; Lucas, Babakus and
Ingram 1990; Judge 1993; Trevor 2001). Other studies try to explain turnover intention
by incorporating organizational commitment along with individual measures (Curry,
Wakefield, Price and Mueller, 1986; Currivan 1999; Gaertner 2000). Building on the
existing knowledge of turnover models, scholars have begun to pursue a new trend, which
links the organizational environment with employees’ turnover intention (see e.g. Koh and
Boo 2001; Martin and Cullen 2006). This approach fills a missing gap in the literature
and expands our interest in finding boundary conditions. Scholars argue that the
organizational environment, especially the ethical environment in organizations, is related
to job satisfaction and organizational commitment (Martin and Cullen 2006; Tsai and
Huang 2008), and thus it should be considered when studying turnover intention.

However, the organizational environment is only one missing piece of the puzzle.
What is still understudied is the cultural and economic environment, which sets the
mindset of people in a country and influences their behaviors (Hofstede 1991; House and
Javidan 2004). Employees in different countries may face different environments that
influence their intentions to leave even though they may have comparable levels of
commitment to the firms and satisfaction with their jobs. We believe that these
environmental factors have the potential to modify the relationships among job
satisfaction, organizational commitment, and turnover intention and are important to
consider when building a general turnover intention model (Coyne and Ong 2007; Holtom,
Mitchell, Lee and Eberly 2008). For example, labor market segregation is often associated
with stereotypically male and female traits and their appropriateness for certain
occupations (Powell 1999). Islamic practices of gender segregation in the work place in
certain countries such as Jordan and Turkey may place restrictions on the deployment,
training, and promotion opportunities for women and, thus, affect their turnover intentions
(Metcalfe 2006).

Aycan et al. (2000), in a 10-country study of managerial values and assumptions that
included both China and Turkey, found that for a sample of nearly 300 Turkish managers
working primarily in private sector organizations in Turkey, their perceptions of
sociocultural values were most similar to that of Chinese, Pakistani, Indian, and Russian
managers. Interestingly, Turkish managers were closer to Canadian and American
managers, compared to European ones, with respect to sociocultural values (Aycan et al.
2000). In a later study (Aycan and Kirmanoglu 2007), it was expected that top managers in
organizations that were members of the business association characterized by its support
of Islamic ideology would hold more conservative sociocultural values compared to those
in organizations that were members of more secular business associations. The findings of
the study did not confirm the hypotheses. The two groups showed similar managerial
values, which were parallel to those of Turkish managers and employees in Aycan et al.’s
(2000) study. Thus, the role that societal culture might play in shaping employees’
attitudes about turnover intentions is an intuitively appealing question.

Therefore, in light of research findings regarding different cultural contexts, in this
study, we incorporate the environmental factors — the organizational environment, the
cultural environment, and the economic environment — into our theoretical framework
and attempt to highlight these environmental conditions that contribute to turnover
intention. In the following sections, we will explain in detail how the environmental
conditions affect the relationships among job satisfaction, organizational commitment,
and turnover intention and present a theoretical model that guides our inquiry into these
matters.
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2. Theoretical framework and hypotheses development

Our study, represented by the conceptual model shown in Figure 1, is motivated by several
considerations. First, environments — especially the cultural and economic environments
— influence individuals when they make decisions and how they feel about their jobs
(Mobley 1982; Iverson 1999; Coyne and Ong 2007). For example, people from different
cultures exhibit differences in their decision-making approaches (Adair, Tinsley and
Taylor 2006). In addition, culture has been found to affect employees’ motivation in their
jobs and influence their job satisfaction (Diener, Oishi and Lucas 2003; Sledge, Miles and
Coppage 2008). Thus, culture serves as an important condition under which employees
generate their decisions toward their jobs and the firms they are working for. Similar to the
cultural environment, the economic environment also influences people’s decisions
(Mobley 1982; Du, Zhou, Liu and Picken 2006). In a weak economic environment as we
have been experiencing in recent times, employees may be less willing to change jobs and
are more likely to stay where they are. Thus, their commitment to the current job may lead
to lower intentions to quit compared to when the economy is not as weak. By including
both cultural and economic environmental conditions in our theoretical framework, we
can begin to fill an important gap in the literature of HRM and better understand what
drives an individual’s decision regarding their intentions to leave, holding other individual
considerations constant.

A second motivation for this study concerns the fact that the effects which job
satisfaction and organizational commitment have on turnover intention have been the
subject of extensive debate among scholars (Lum, Kervin, Clark, Reid and Sirola 1998;
Chang 1999). Some argue that it is job satisfaction that directly leads to turnover intentions
(Lum et al. 1998; Schnake and Dumler 2000). Others believe that (lack of) organization
commitment largely influences an employee’s intention to leave (Aranya, Pollock and
Amervic 1981; Aryee, Wyatt and Min 1991). Job satisfaction and organizational
commitment are positively related and they both contribute to the formation of turnover
intention (Gamble and Huang 2008; Holtom et al. 2008). Since our major concern is the
moderating effects and not the main effect, in this study, we treat organizational
commitment as a mediating factor between job satisfaction and turnover intentions, given
certain environmental conditions.

Job Organizational _ Turnover
Satisfaction A7 commitment A7 Intention
‘ "
1 1
1 |
1 1
1 1
Hlab,cd E E H2a,b,c,d
1 1
Environment
- Organizational
- Cultura
- Economic

Figure 1. Multilevel conceptual framework.
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A third motivation for our study considers the similarities among employees from
different countries, which serves as a premise of our model in examining the conditions
under which turnover intentions can vary across countries. By including in our study
countries of different cultures and different levels of economic development, we provide a
basis for broadening the international management literature into new directions. Our field
is calling for scholarly attention to be paid to countries that have been understudied in the
Middle East (Budhwar and Mellahi 2007). We respond to this call by including Jordan
and Turkey as two such countries, as well as countries that have been studied modestly and
heavily, namely China and the USA. However, our main intent in this study is to find
support for our model across different countries and not to compare the differences
between countries, which is beyond the scope of this study. Country and cultural values do
not necessarily map one to one. Unlike many cross-cultural studies that use a country
dummy variable as a proxy for culture, we have included direct measures of societal values
in our analysis. Thus, we do believe that our study may serve as a starting point for future
studies on turnover intentions designed to uncover other factors that organizations should
address when implementing policies aimed at reducing turnover.

Last but not the least, the existing literature tends to view turnover intention as an
individual’s decision, which is under the constraints of the organizational environment.
This view ignores the relational linkages among the individual, the firm, and the
environment. It may be the reason why the findings on turnover intention are quite diverse
and varied (Bluedorn 1982; Jansen and Chandler 1994; Schwepker 2001). In this article,
we incorporate different levels of the environmental conditions to provide a cohesive
framework in explaining the formation of turnover intentions. More specifically, an
employee that is embedded in the external environment may psychologically give up
known routines and established relations in the organization when they intend to leave and
they may feel frustrated and stressed when they develop such turnover intentions
(Boswell, Boudreau and Tichy 2005). The external environment thus serves as a
moderator that may alter such intentions.

Based on the existing literature and our discussion above, the major components of our
theoretical model are shown in Figure 1.

2.1 Organizational, cultural, and economic environments as moderators

The existing literature provides abundant examples of studies regarding the relationship
between job satisfaction, organizational commitment, and turnover intentions (Mowday,
Porter and Steers 1982; Tsai and Huang 2008). Strong evidence exists that job satisfaction
is positively related to organizational commitment (cf. Curry et al. 1986; Brown and
Peterson 1993; Gamble and Huang 2008). Employees that are more satisfied with their
jobs seem to evaluate their organizational environment more favorably. Thus, they may be
more committed to an organization because they believe in the organization and its
mission (Dunham, Grube and Castaneda 1994; Chiu and Francesco 2003). Further,
employees who are satisfied and committed to the organization tend to remain as a
member of the organization (Mowday et al. 1982; Tsai and Huang 2008).

As members of the organization, employees are constrained by rules within the
organizations (Mobley 1982; Iverson 1999; Coyne and Ong 2007). As members of the
society, employees are also constrained by the cultural and economic environments in
which the organizations are embedded (Holtom et al. 2008). These environmental
aspects are naturally considered as boundary conditions that may impact the job
satisfaction—organizational commitment and organizational commitment—turnover
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intention relationships. In the following section, we will further explain why and how
these environmental aspects matter.

2.1.1 Moderators of the job satisfaction—organizational commitment relationship

Employees as members of an organization often work under organizational constraints.
Such constraints represent ‘situations or things that prevent employees from translating
ability and efforts into high level of job performance’ (Spector and Jex 1998, p. 357).
When employees are discouraged by the organizational constraints, they are likely to feel
frustrated and dissatisfied (Villanova and Roman 1993). In addition, they may feel unable
to achieve personal goals within the organizations, thus are gradually disconnected from
the organization. Consequently, the organizational constraints may lead to a decrease in
employees’ organizational commitment. The more constraints they experience, the more
frustrated the employees get and less committed they feel. In other words, the positive
relationship between commitment and satisfaction may be weakened by organizational
constraints. Thus, we posit,

Hypothesis la:  Organizational constraints moderate the relationship between job
satisfaction and organizational commitment such that the positive
relationship between satisfaction and commitment is weaker in
organizations where the constraints are more severe compared to
organizations where the constraints are less severe.

Employees are also members of the societal culture. As Redfield (1948, p.vii) defined,
culture is the ‘shared understandings made manifest in act and artifact’. Triandis (2004,
p. xv) provided additional views on culture in which he defined culture as practices and
values, wherein practices are ‘the way things are done in this culture’ and values are
‘judgments about the way things should be done’. One of the key characteristics of cultural
differences between different countries is individualism versus collectivism (Hofstede
1991; Gelfand, Bhawuk, Nishii and Bechtold 2004). For instance, people from
collectivistic cultures such as China tend to make decisions based on the needs of the
collective group more than on their own personal needs compared to people from
individualistic cultures (Bond and Hwang 1995; Schaubroeck, Lam and Xie 2000).
In addition, people from collectivistic countries tend to care more about the society’s
perceptions of, or expectations placed on, individuals compared to people from
individualistic cultures (Markus and Kitayama 1991; Schaubroeck et al. 2000). We would
expect this to be especially true if the employees were not as satisfied with their jobs as
they otherwise might be.

By adopting the cultural concepts from the GLOBE studies (Gelfand et al. 2004), in
this study we consider in-group collectivism and institutional collectivism as the
dimensions that represent the individualism versus collectivism aspects of the cultural
environment. According to House and Javidan (2004, p. 12), in-group collectivism is ‘the
degree to which individuals express pride, loyalty, and cohesiveness in their
organizations’, and institutional collectivism is ‘the degree to which organizational and
societal institutional practices encourage and reward collective distribution of resources
and collective action’. In high in-group collectivism cultures, people tend to express
stronger pride or loyalty to their organizations, regardless of their job satisfaction levels.
Thus, the positive relationship between job satisfaction and organizational commitment
may be weaker in high in-group collectivism cultures than in low in-group collectivism
cultures. Similarly, in high institutional collectivism cultures, the norm is that the
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collective activities are supported and favored. Employees may embrace their identity
within an organization regardless of the satisfaction level they receive. Thus, the positive
relations between job satisfaction and organizational commitment may be weaker in high
institutional collectivism cultures. Therefore, we propose the following:

Hypothesis 1b:  Societal cultural environment moderates the relationship between job
satisfaction and organizational commitment such that the positive
relationship between satisfaction and commitment is weaker in high in-
group collectivism cultures compared to low in-group collectivism
cultures.

Hypothesis Ic:  Societal cultural environment moderates the relationship between job
satisfaction and organizational commitment such that the positive
relationship between satisfaction and commitment is weaker in high
institutional collectivism cultures compared to low institutional
collectivism cultures.

Similar to the cultural environment, the economic environment also influences people’s
decisions (Mobley 1982; Du et al. 2006). The economic development of a country
determines how well people are living and what kind of job opportunities they enjoy.
In countries that have high economic growth, more job opportunities are available and
common citizens tend to have higher mobility in organizations. Thus, they may feel less
committed to their organizations and may be choosier in evaluating their jobs.
Alternatively, people in low-economic-growth cultures may have fewer job opportunities
and, therefore, tend to remain in their current jobs longer and be more committed and
satisfied with their situations. As a result, the positive relationship between job satisfaction
and organizational commitment can be stronger in countries that have lower economic
growth. Thus, we hypothesize that:

Hypothesis 1d:  Economic environment moderates the relationship between job
satisfaction and organizational commitment such that the positive
relationship between satisfaction and commitment is stronger in
cultures experiencing low economic growth compared to cultures
experiencing high economic growth.

2.1.2  Moderators of the organizational commitment—turnover intentions relationship

Organizations that put constraints on their employees may cause job dissatisfaction among
their employees, which leads to less commitment to the organizations (Carsten and
Spector 1987; Villanova and Roman 1993). Constraints may also cause decrements in
employee performance (Peters 1982), as well as lead to the employees’ increased
intentions of quitting (Spector and Jex 1998). Furthermore, as professionals in the
organizations, employees desire the autonomy to work according to their own standards
and traditions (Hall 1972; Meiksins and Watson 1989). When their desires conflict with
the organizational constraints, employees are likely to feel frustrated and may be less
committed to their positions, which may lead to stronger intentions to quit. Thus, we posit:

Hypothesis 2a:  Organizational constraints moderate the relationship between organ-
izational commitment and turnover intentions such that the negative
relationship between commitment and turnover intentions is stronger in
organizations where the constraints are more severe compared to
organizations where the constraints are less severe.
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Employees who are from high in-group collectivism cultures tend to have more loyalty to
their jobs (House and Javidan 2004) and thus may be more generous in evaluating their
jobs and be less likely to leave, even if they struggle with commitment at times, compared
to employees who are from low in-group collectivism cultures. Conversely, a combination
of low commitment and low in-group collectivism most likely strengthens the employee’s
desire to seek other employment opportunities. As a result, the negative relationship
between organizational commitment and turnover intentions may be stronger in such low
in-group collectivism cultures. Similar to employees from low in-group collectivism
cultures, employees from low institutional collectivism cultures may also tend to be less
committed to their work organizations compared to employees who are from high
institutional collectivism cultures. We, therefore, hypothesize that:

Hypothesis 2b:  Cultural environment moderates the relationship between organiz-
ational commitment and turnover intentions such that the negative
relationship between commitment and turnover intentions is stronger in
low in-group collectivism cultures compared to high in-group
collectivism cultures.

Hypothesis 2c: Cultural environment moderates the relationship between organiz-
ational commitment and turnover intentions such that the negative
relationship between commitment and turnover intentions is stronger in
low institutional collectivism cultures compared to high institutional
collectivism cultures.

Continuing with the above arguments, we consider the economic environment in
moderating the relationship between organizational commitment and turnover intention.
In countries that have high GDP growth, the job opportunities are also increasing at a fast
pace (Fagerberg, Verspagen and Caniéls 1997). Professional employees may be choosier
in jobs, have more opportunities at their disposal, and change jobs more often. Thus, they
may be less willing to stay at their current organizations and seek to find other
opportunities compared to employees from low GDP growth countries given the same
level of commitment. Therefore, we hypothesize that:

Hypothesis 2d:  Economic environment moderates the relationship between organiz-
ational commitment and turnover intentions such that the negative
relationship between commitment and turnover intentions is weaker in
cultures experiencing high economic growth compared to cultures
experiencing low economic growth.

3. Methodology
3.1 Sample and data collection

Data were collected in 2005 from managers and staff members in the organizations in four
countries: Jordan, Turkey, China, and the USA. Participants were 254 white-collar
managers and executives most of whom were students in executive MBA programs
offered at Jordanian University of Science and Technology (Jordan, N = 35), Jiangxi
University of Finance and Economics (China, N = 64), and University of Texas at Dallas
(USA, N = 80). The participants from Turkey were 75 middle managers involved in a
1-week executive development training program put on by a large beverage company
headquartered in Istanbul, Turkey. Participants ranged in age from 19 to 54, with 72%
being between the ages of 25 and 40. Fifty-one percent were female; 51% had at least a
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bachelor’s degree and another 7% had some college attendance. These four samples did
not differ significantly in sex, age, education and organizational tenure. Average tenure in
their work organizations ranged from 1 to 38 years, or an average of 7.1 years. All
participants volunteered to take part in the study and their anonymity was assured. The
response rates for each country’s sample ranged from a low of 70% for Jordan to a high of
85% for China, with response rates for Turkey and the USA falling between these ranges.
In addition, we collected economic data from the World Bank database for the years 2002
to 2005.

3.2 Measures
3.2.1 Dependent variable

Turnover intentions. Turnover intentions were measured by a four-item scale adapted from
Spencer, Steers and Mowday (1983). Sample items include: ‘I intend to remain on this job’
(reverse scored), and ‘I often follow up on job openings I read or hear about’. The items
were measured using a five-point Likert scale, where 1 = strongly disagree and
5 = strongly agree.

3.2.2 Independent and mediating variables

Job satisfaction. A 14-item scale developed by Hackman and Oklham (1975) for the Job
Diagnostic Survey (JDS) was used to measure specific job element satisfactions such as
personal growth, challenge, opportunities for advancement, and pay and fringe benefits.
The items were measured with a seven-point Likert scale where 1 = extremely dissatisfied
and 7 = extremely satisfied.

Organizational Commitment. Organizational commitment was measured using a six-
item scale adapted from Mowday, Steers and Porter (1979). Sample items include: ‘T am
proud to tell others that I am a part of this organization’, and ‘I feel very little loyalty to this
organization’ (reverse coded). Three of the six items were reverse coded. Responses were
scored on seven-point Likert scales ranging from 1 = strongly disagree to 7 = strongly
agree.

3.2.3 Moderator variables

Organizational culture (organizational constraints). Organizational constraints experi-
enced at work were used as an indicator of organizational culture and was measured using
an 11-item scale adapted from Spector and Jex (1998). The scale assessed the extent to
which certain factors made it difficult or impossible for the respondent to do their job.
Sample items include ‘organizational rules and procedures’ and ‘interruptions by other
people’. Responses were coded from 1 to 5, where 1 = not at all and 5 = to a great extent.

Societal cultural environment (in-group collectivism; institutional collectivism). Two
dimensions of societal culture adapted from the GLOBE studies (cf. House and Javidan
2004) were used as indicators of societal culture with a focus on collectivism. In-group
collectivism (values) was measured by four items that assessed the extent to which
individuals should express pride, loyalty, and interdependence in their respective families.
Institutional collectivism, on the other hand, was indicative of the extent to which
institutional practices at the societal level should encourage and reward collective action
and was also assessed by four items. Both measures used seven-point Likert scales where
the scale anchors varied depending on the nature of the questions asked.
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Economic environment (growth in GDP per capita). The average per capita growth in
gross domestic product for each country (GDP Per Capita Average Growth, lagged by
1 year (2004)) was used as our measure of the economic environment, since it is a
commonly used indicator for economic development (see, e.g., UNDP 2001). These data
were obtained from the World Bank data sources (www.worldbank.org).

3.2.4 Control variables

Age. According to Hellman (1997), age is positively related to job satisfaction, thus may
affect our model. We include employees’ age as a control in our model. This is measured
as the actual age of each employee.

Gender. In the turnover intention literature, gender is often used as a control in the
model (Schaubroeck et al. 2000). Especially in Middle East, gender may influence
professionals in their career development (Metcalfe 2007). Here, we also include gender
as a control in our model. This is measured as a dummy, while male =1, female = 0.

Tenure. Tenure is a covariant of age, which is assumed to be having similar effects on
job satisfaction as age (Bedeian, Ferris and Kacmar 1992; Hellman 1997). Thus, we also
controlled for organizational tenure in our model. This is measured as the actual number of
years an employee has worked in the organization.

3.3 Analysis

We recognize that our data is cross-sectional in nature, which makes it not possible to draw
any causal inferences about the relationships examined. However, we incorporated
Harman’s one-factor test (Podsakoff, Mackenzie, Podsakoff and Lee 2003) to examine the
extent to which common method variance was an issue for our study. EFA results that
included the entry of all scales used in the study yielded a seven-factor solution in which
the general factor explained 35.6% of the total variance, which suggests that a common
method/source bias was not a problem in the study.

The interaction effects hypothesized in Hypotheses 1a—d and 2a—d were tested using
hierarchical moderated regression procedures performed separately for each moderator
variable. In the first step, the control variables were introduced to control for their potential
influences on the relationships being examined. In the second step, the appropriate
predictor (either organization commitment or job satisfaction) and the first hypothesized
moderator (organizational constraints) were added to the equation to examine their unique
main effects. In the third step, an interaction term, computed as the cross-product of the
predictor and moderator variables, was entered into the equation. The change in R >
associated with the third step compared to the second step is examined for significance to
determine whether the moderator variable had any effect. This process was repeated for
each moderator variable. As a precaution, all predictors were mean-centered per
suggestions from Aiken and West (1991) prior to calculating the cross-product terms and
undertaking the analyses to minimize effects due to multicollinearity.

However, prior to testing Hypotheses 1 and 2, an additional set of analyses was
undertaken to insure that the moderated regressions were appropriate for this study. That
is, while the variables of job satisfaction, organizational commitment, and turnover
intentions are individual-level variables, our approach intended here is to examine the
contingent effects of macro variables at the organization and societal levels of analysis.
Therefore, the appropriateness of aggregating the individual measures to the
organizational and societal levels was assessed in order to be certain that our
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organizational constraints, in-group collectivism, and institutional collectivism measures
represented country or societal level variation and not individual-level variation. This was
not a concern for the economic measures because they already represented country or
societal level variation.

The 7,,4(;) measure (James 1982; James, Demaree and Wolf 1984, 1993) and intraclass
correlation coefficient — ICC(1) — (Shrout and Fleiss 1979; McGraw and Wong 1996)
provide information regarding the appropriateness of aggregation, whereby ryeq)
compares the observed variance within a country or society to the variance expected if
there is no within-country agreement and, therefore, reflects the level of consensus among
raters of multiple-item measures. The ICC(1) compares the variance between countries
with the variance within countries. Evidence of convergence is obtained as the ICC(1)
index becomes larger than zero. James (1982) reported an acceptable range for
aggregation to be between 0.00 and 0.50 for ICC(1), and James et al. (1984) suggested that
r'we() indices greater than 0.70 reflect that the aggregation of individual-level responses to
the country level is appropriate.

4. Results

Descriptive statistics and reliabilities were estimated for each of the study variables. The
means, standard deviations, correlations, and reliability coefficients for the total sample
are provided in Table 1. As expected and as seen in Table 1, job satisfaction was positively
correlated with organizational commitment (p < 0.01) and negatively correlated with
turnover intentions (p < 0.01). In addition, organizational commitment was significantly
negatively correlated with turnover intentions (p < 0.01).

When turnover intentions was regressed on both job satisfaction and organizational
commitment, the relationship between job satisfaction and turnover intentions was weaker
than its initial value though still significant (8= —0.23, p < 0.01). Therefore, the
relationship between job satisfaction and turnover intentions was partially mediated by
organizational commitment in this study.? Although these results replicate much of the
previous research, they are, nonetheless, important because these relationships had not
been previously examined extensively for two of the subsamples included in this study
(Turkey and Jordan). And they serve an important basis for our search, for support, and for
proposed moderating effects.

The results of our aggregation analyses are presented in Table 2 for the scaled
measures used as moderator variables. The country means for the organizational culture
measure (organizational constraints) and societal culture measures (in-group collectivism
and institutional collectivism) were compared via one-way analysis of variance (ANOVA)
with Turkey’s test of mean differences. For each variable, the mean values across
countries were significantly different from each other at p < 0.05. That is, there were no
homogeneous subsets of two or more countries on either of the moderator variables.
It confirms our prediction that there is a general model for turnover intention across
countries.

As shown in Table 2, the aggregated organizational constraints scale had very high
Fwg(ny Values across all four countries. The ryg) values for the in-group collectivism and
institutional collectivism were all in the acceptable range with the exception of the values
for Turkey which are indicative of very low consensus among the raters concerning the
collectivism measures. On the other hand, the ICC(1) values were all acceptable across
countries for the organizational constraints scale and were marginally acceptable for the
two collectivism scales. According to James (1982), the average ICC(1) index reported in
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Table 2. Sub-sample means and aggregation indices for moderator variables by the country.

Organizational

constraints In-group collectivism Institutional collectivism
Country ~ Mean — ryeqy ICC(1)  Mean  ryeqm ICC(I)  Mean  ryey  ICC(1)
China 2.97 0.99 0.22 4.35 0.79 0.06 4.32 0.82 0.12
Jordan 3.39 0.98 0.19 4.22 0.85 0.16 4.08 0.94 0.20
Turkey 3.01 0.99 0.34 4.96 —-0.12 0.09 5.07 0.26 0.07
USA 2.68 0.98 0.40 5.10 0.67 0.19 40.23 0.82 0.08
Table 3. Results of hierarchical moderated regression analyses predicting organizational

commitment and turnover intentions.

Organizational
Regression steps and Commitment Turnover Intentions
effect tested
B AR? B AR?
Step 1 0.05%* 0.02
Age —0.17* —0.13
Gender —0.01 —0.04
Organizational 0.22%3 —0.01
tenure
Step 2 0.29%3 0.13:
Job satisfaction 0.06 Org. commitment —1.12
Org. constraints 0.19% Org. constraints 0.20
Step 3 0.00
Interaction 0.47 Interaction 0.77 0.00
R’ 0.34%x  R? 0.16%x
Step 2 0.29:* 0.17%x
Job satisfaction 2.08: Org. commitment —-0.19
In-group —0.15% In-group —0.32%x
collectivism collectivism
Step 3 0.01: 0.00
Interaction —1.56% Interaction —0.54
R? 0.35%x R’ 0.19x
Step 2 0.297%* 0.16%*
Job satisfaction 2.63 %% Org. commitment — 1.69%*
Institutional —0.13* Institutional —0.27%x
collectivism collectivism
Step 3 0.04* 0.02%*
Interaction — 211 Interaction 1.35%
R? 0.38++  R? 0.20%x
Step 2 0.29: 0.12:%x
Job satisfaction 0.89%3 Org. commitment —0.71%*
GDP growth/capita —0.27 GDP growth/capita —-0.17
Step 3 0.02 0.02%*
Interaction —0.39% Interaction 0.38*
R 035+« R’ 0.16%

the literature is 0.12, and several of our ICC(1) indices were less than this average value.
Nevertheless, given these results, we felt comfortable in proceeding with using the
aggregated constraints and collectivism measures as country-level measures.
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Hypothesis 1 predicted a moderated effect on the relationship between job satisfaction
and organizational commitment, while Hypothesis 2 predicted a moderated effect on
the organizational commitment—turnover intentions relationship. The results of the
hierarchical moderated regression analyses are summarized in Table 3. The demographic
control variables accounted for a significant proportion of variance in organizational
commitment but not turnover intentions. In addition, the second step in the regression
procedure also contributed a highly significant amount of variance to the prediction of both
outcome variables.

Most importantly, however, are the interaction effects determined by the introduction
of the two-way interaction terms to the regression equations in Step 3. The interaction
term added a significant amount of incremental variance to the prediction of
organizational commitment for the in-group collectivism, institutional collectivism, and
GDP per capita growth moderators and also added significant incremental variance to the
prediction of turnover intentions for institutional collectivism and the GDP per capita
growth economic indicator. Organizational constraints did not have a significant
moderating effect on the relationships examined. Therefore, Hypotheses la and 2a were
not supported. The forms of the significant interactions in each instance are plotted in
Figures 2—-6.

As seen in Figures 2-6, different moderators have different influences on the
relationship between job satisfaction—organizational commitment and organizational
commitment—turnover intentions. For example, in Figure 2, we can see that as in-group
collectivism increases, the relationship between job satisfaction and organizational
commitment is altered in a way that their positive relationship is weakened. We see similar
results for the moderator, institutional collectivism, in Figure 3. These two figures support
our Hypotheses 1b and Ic, respectively. Again, in Figure 4, we see support for Hypothesis
1d, whereby as GDP per capita growth increased, it weakened the positive relationship
between job satisfaction and organizational commitment when job satisfaction was high.

As for the moderating effects of the environmental factors on the relationship between
organizational commitment and turnover intentions, we also find support for two of our
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Figure 2. Moderating effect of in-group collectivism on the relationship between job satisfaction
and organizational commitment.
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Figure 3. Moderating effect of institutional collectivism on the relationship between job
satisfaction and organizational commitment.

sub-hypotheses. Results are as shown in Figures 5 and 6. Hypothesis 2c predicted a
negative moderating effect for institutional collectivism and we see in Figure 5 that the
combination of low organizational commitment and low institutional collectivism results
in a stronger relationship between organizational commitment and turnover intentions
compared to when organizational commitment is high. Thus, Hypothesis 2c was
supported. Finally, the form of the significant moderating effect for GDP per capita growth
was as predicted in Hypothesis 2d. The negative relationship between organizational
commitment and turnover intentions was weakened under conditions of high GDP per
capita growth.
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Figure 4. Moderating effect of GDP per capita growth on the relationship between job satisfaction
and organizational commitment.
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Figure 5. Moderating effect of institutional collectivism on the relationship between organizational
commitment and turnover intentions.

5. Discussion

By probing into the question of turnover intention, we find that the environmental factors
are important moderators in influencing the relationships between job satisfaction,
organizational commitment, and turnover intentions. They are also clues to connect
employees from different countries. Data from China, Jordan, Turkey, and the USA
support the general model for turnover intentions we proposed. The findings show that
given certain conditions, employees are more likely to leave/stay. More specifically,
employees from a country that favors collective behavior may feel more committed to
the organization they are working for when they see themselves as members of the
organization. In addition, when the economy is growing slowly, employees are more likely
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Organizational commitment

Figure 6. Moderating effect of GDP per capita growth on the relationship between organizational
commitment and turnover intentions.
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to seek better opportunities outside of their current organizations especially when they are
less committed to their jobs. Thus, organizations’ HR managers may need to find ways to
provide incentives for these employees to stay, and these incentives may not necessarily be
designed to increase commitment or satisfaction.

Another interesting finding is that gender is not a significant predictor and does not
have an effect in our model. Studies involving Jordan and Turkey have viewed gender as
an important factor that influences organizations’ HRM systems (Metcalfe 2007; Syed
2008). However, from an employee’s perspective, especially those who are hired as
professionals and managers, gender may not be one of their primary concerns for changing
jobs. Our findings do not allow us to speculate about existing HRM practices in our sample
countries and whether they are equally beneficial to men and women alike. Instead, we
simply suggest that for professionals and managers, working in a mixed-gender setting
may not be a concern that would encourage a person to change jobs, which may be equally
true for men as well (Metcalfe 2008).

Our findings contribute to the literature in three ways. First, we introduced the macro-
level variables reflecting the external environment — i.e. organizational, cultural, and
economic factors — to help explain individual-level withdrawal attitudes in terms of
turnover intention. By considering such a multilevel framework, we bring added rigor and
relevance to our study. Much of the existing literature tends to focus mainly on individual
employee characteristics and the organizational environment in trying to explain
withdrawal attitudes and behavior. However, our study takes into consideration the bigger
picture of the macro cultural and economic environment in which individuals and
organizations are embedded. Such a macro perspective has helped us understand better the
societal and economic forces that can affect relationships among job satisfaction,
organizational commitment, and turnover intentions.

Second, even though we did not hypothesize about the mediating effect of
organizational commitment, we did find support for it as a mediator between job
satisfaction and turnover intentions. This is confirming to the existing literature and adds
to the body of evidence in favor of organizational commitment as a mediator of the job
satisfaction—turnover intentions relationship.

Our third contribution is related to the specific examination of societal cultural
influences on the job satisfaction, organizational commitment, and turnover intentions
relationships. In particular, some of our predictions were seen to hold for countries
included here that have previously not been included in studies examining these
relationships, namely Turkey and Jordan. All the four countries included in our study
have different cultural and economic environments, which lends to the generalizability of
our model. We are aware, however, of the limitation of or study whereby our sample
sizes across countries were insufficient to allow for more specific cross-country
comparisons of the relationships examined. Such comparisons might be informative
because culture is not necessarily synonymous with country. For example, we see from
Table 2 that with respect to the in-group collectivism measure, the USA, which is
typically thought of as an individualistic country/culture, scored significantly higher
(more collectivistic) than China, which is typically thought of as a collectivistic
country/culture. Thus, in our findings we can only address the outcomes relative to
low/high collectivism and not specific countries per se because we did not use a country
dummy variable in our analyses.

While both in-group collectivism and institutional collectivism were shown to be
significant moderators of the organizational commitment—job satisfaction relationship,
and institutional collectivism was shown to be a significant moderator of the
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organizational commitment—turnover intentions relationship, it is likely that low/high
levels of in-group collectivism and low/high levels of institutional collectivism involved
different combinations of countries, respectively. For instance, a one-way ANOVA of
sample mean values on in-group collectivism scores showed that Jordan and China were
similar and Turkey and the USA were similar. On the other hand, a one-way ANOVA of
sample mean values on institutional collectivism scores showed that Turkey stood apart
from Jordan, china, and the USA, which were all similar. Thus, further comparative
studies are welcomed and encouraged to test our model.

5.1 Limitations and directions for future research

There are several limitations in our study which may serve as possible extensions for
future studies. First, we have a relatively small sample for each country and it was
impossible to compare our model separately in each of the countries we chose. In addition,
due to lack of information on the industries participants were from, we could not include
industrial sector as a control in our model as some studies have suggested (Wang, Chen,
Hyde and Hsieh 2010). Even though our intent was to propose a general model that
suggests conditions under which turnover intentions may be altered across countries — and
we do find support for it — we believe it is necessary to consider the differences in
countries and differences in the industries in the future by conducting comparative studies
across the countries. However, that was beyond the scope of this study. Also, two
interesting findings to tease out in future studies are: (1) the finding of a significant
negative effect of age in predicting organizational commitment (older workers were less
committed to the organization), and (2) a significant positive effect of organizational
tenure in predicting organizational commitment (longer tenured workers were more
committed to the organization) (see Table 3). Since age and tenure were significantly
positively related (see Table 1), these results present interesting questions to examine in
future studies.

Second, we use turnover intention instead of actual turnover due to the nature of our
sample. As for practitioners and researchers, an actual turnover model may be more
attractive. That is why including actual turnover in future studies is a natural logical
extension to our study and may provide further insights and support for our model.
In addition, by considering the environmental variables proposed, we may be able to find
the boundary conditions under which the relationship between turnover intentions and
actual turnover might be altered.

Third, turnover intentions are formed gradually over time (Holtom et al. 2008). They
may change when conditions change. In future studies, it would be useful to incorporate a
longitudinal component to our model and revisit our respondent members to see whether
their turnover intentions changed over time and how this affected their actual turnover
behavior. Finally, it might be informative to also examine other variables in our model to
enrich our study, such as information sharing and job significance (cf. Ng and Butts 2009),
education and income levels of respondents (cf. Smyth, Zhai and Li 2009), or industry-
specific descriptions.

6. Conclusion

Our study has provided a unique framework to examine the boundary conditions of
turnover intention and has revealed that the formation of turnover intentions is a complex
process with different levels of conditions. Environmental factors as examined in this
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article help us better understand the relationships between job satisfaction—
organizational commitment and organizational commitment—turnover intentions. Our
findings have shed light on this important subject and provide new directions for future
research in HRM.

Notes

1. An earlier version of this article was presented at the Eastern Academy of Management
International Conference, Managing in a Global Economy, in Rio de Janeiro, Brazil, June 21—
25, 20009.

2. The mediation results are not shown here but are available from the authors upon request. Baron
and Kenny’s (1986) mediation test was used to examine this relationship.
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