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Abstract

The employees’ turnover intention is one of the most popular subjects in the field of Human Resource
Management. Moreover, the turnover problematic phenomenon is also still one of the most costly issues for HR
managers in their efforts on human capital. Although turnover intention has been one of the most researched
phenomenon in Human Resource Management (HRM), researchers still return to restudying this phenomenon
because of its impact on service quality in any organization, moreover turnover intention has direct and indirect
costs, both costs are critical, complicated, and serious. While the phenomenon of turnover intention in the nursing
sector has a more serious impact than on any other sector, it has been recognized in both developing and developed
countries. Organizational factors (Leadership, Pay Level, and Advancement Opportunities) have excessive impact
on turnover intention among employees. Thus, this conceptual paper focuses on the organizational factors as the
determinant of turnover intention among registered nurses. Approach: The literature was explored to acknowledge
the accessible relationships among cross organizational factors (Leadership, Pay Level, and Advancement
Opportunities) and turnover intention among registered nurses public hospitals. Conclusions: This conceptual
paper provides an updated review of the literature on organizational factors and turnover intention. The practical
implications as well as academic contributions were also presented.
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1. Introduction

Turnover intention behavior of employees is a major issue nowadays all over the world organizations, and almost
among all industries. Turnover intention is one of top issues that has been researched and studied more than any
other Human Resource Management (HRM) phenomenon, which is mean that this issue has not been solved yet.
However, from time to time scholars and researchers return to restudying and digging deeper into this issue; the
reason for that being the importance, influence, and cost of turnover intention on any organization. In addition to
that, service quality which mainly provided by employees is another issue that could cost any management a large
amount of cost and time, and could have several negative influences on any outcome (Morrell et al., 2004; Frank et
al., 2004).

While the phenomenon of turnover intention in the nursing sector has a more serious impact than on any other
sector, it has been recognized in both developing and developed countries. However, the increasing of elderly
people in the developed countries with the shortage of nursing staff, combined with the shortage of nursing
education institutions, and the age level of the nursing workforce in many countries (one out of four nurses in some
developed countries is over 50 years old). In that the nursing sector has the highest turnover intention percentage,
41% of the nurses in USA, and 32.9% of the Canadian nurses are dissatisfied with their job, and they are planning
to leave their present jobs. If this is the situation in the developed countries, what is the situation in developing
countries. This amount of rating dissatisfaction among nurses confirms that it is a global problem, which means it
is rising among nurses, knowing that turnover intention is the most serious ultimate result of job dissatisfaction
(Aiken et al., 2002).

Scholars who studied behavioral intentions development suggested that the only significant predictor of people
behavior to be measured is the reasoned action model and it is used to report the intention to conduct that behavior,
stressing turnover intention as the main factor in the modeling of individual turnover behavior. Overall, turnover
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intention has been strongly recognized as the antecedent of actual turnover, however, job satisfaction as well has
been found to have a converse relationship with turnover intention (Egan et al., 2004).

2. Theoretical Development

Turnover intention is inevitable in the life of an employee. Based on a US Department of Labor study on the 20-24
age group, the average employee will shift from one job to another 6.6 times during his/her lifetime, but those in
the 24-34 age group will shift 4.8 times, while those who are in the 45-54 group perhaps will change their jobs 1.4
times before they got retired, assuming that the employees basically discharged for 2 main causes: inability to
perform and unwillingness to perform (Josef C. Augustine, 1986).

Employee retaining strategies have a great influence on the individual attachment both direct effect (higher salaries)
and indirect effect (through organizational experience) on turnover intention (Anvari, 2010).

Because of the nature of the direction of influence, the complexity of defining and measuring the antecedents and
predictors of turnover intention required further research to expose additional antecedents and predictors of
turnover intention (Trevor & Nyberg, 2008)

However, (Holtom et al., 2005) suggested other reasons could be the cause of turnover intention: Level of pay,
Lack of promotional opportunities. A career with promotional opportunities will be more likely to be to keep
employees away from turnover intention or even actual turnover. Employees will stay longer if they believe that
their job has a career promotion (Valencia, 2002).

Furthermore, supervisors and managers in the nursing workplace are working as a model and mentor. They are
responsible to deal with directing and working out all issues in their units along with their job in future planning in
the strategic level (Kotter, 1999). Mobley (1979) and others suggested some other variables like pay level,
commitment, social integration, promotional opportunities.

Theoretically, there is not enough effort which has been done to investigate the correlation between leadership
behavior and turnover intention in nursing. However, they confirmed that high performance managers and
supervisor's leadership style will lead their employees perceive a high satisfied work environment and an
exceptional work climate and as a result high job satisfaction (Sellgran et al., 2007).

Cook (2001) points out five features which have very significant effects on nursing leaders: supporting, creativity,
highlighting, influencing and respecting. He emphasizes that creativity is a significant component of a strong
leadership style.

Organizational factors aspects have different effects on turnover intention, particularly among registered nurses;
thus, studying these aspects is necessary. In the previous studies, there is a lack of studies that have been
conducted to examine the effect of organizational factors and turnover intention among registered nurses.
Considering these studies have focused on the importance of different organizational factors such as job related,
and individual factors, and still there is a gap ininvestigating the effect of leadership, pay level, and advancement
opportunities on turnover intention among registered nurses.

3. Materials and Methods

In this article we will provide a logical understanding of turnover intention and organizational factors
contributions on registered nurses workplace. For this purpose, a thorough search of journal articles, doctoral
dissertations, research studies, reports and web sites were done, we developed a comprehensive model that
contain the relationships organizational factors, registered nurses'turnover intention. Finally, our discussion
consists of four sections and each section literature to support the relation between the organizational factors:
leadership, pay level, advancement opportunities and the turnover intention.

4. Discussion
4.1 The Organizational Factors Competences

Since turnover intention in the health care system is a very serious global dilemma, human recourse mangers are
demanding to search and to find solutions. Scholars and researchers suggested organizational variables such as pay
level, promotional opportunities, and supervisors (leadership) have a significant influence on turnover intention
among nurses Mobley (1979). In this paper, organizational factors are examined under three components,
(leadership, pay level, and advancement opportunities) and is defined as “the perceived properties or
characteristics found in the work environment that result from actions taken consciously or unconsciously by an
organization and that presumably affect subsequent behavior" (Steers & Lee, 1983, p. 82). The elements of
organizational factors are as follows:
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4.1.1 Leadership

Supervisors and managers in the nursing workplace are working as a model and mentor. They are responsible to
deal with directing and working out all issues in their units along with their job in future planning in the strategic
level (Kotter, 1999). Many scholars in this day believe that success in managing or supervising in modern and
sophisticated workplace or any organization involves leadership capabilities. However, the manger’s function is
more likely to be focusing on the relationship between his/ her staff, ensuring high efficiency with high quality of
his/her unit outcomes, and ultimately his/ her role as coach to his/her own staff (Yuki, 2002).

The type of supportive leaders has been considered as one of the leadership behavior styles that has significant
effects on job satisfaction and retention and diminish the rate of employee’s turnover intention in the nursing
workplace (Albaugh, 2003).

4.1.2 Pay Level

The rewards system in any organization is the technique to barter the employee’s services in their efforts to achieve
the organization’s objectives, by the organization’s rewards and compensation system. However, monetary pay is
the most common and the most important element (Bartol & Locke, 2000; Graham & Welbourne, 1999). No doubt
that pay can be the most significant motivation factor and the best element to encourage the employees to stay and
increase the retention level among them (Lum et al., 1998).

On the other hand, money could be issues of inequity among the employees that weaken t positive pay impact and
instead have a negative consequence. As a matter of fact, most of the employees all over the globe feel unsatisfied
with their employer’s compensation system (Tekleab et al., 2005).

4.1.3 Advancement Opportunities

Career advancement is given a higher rank in terms of value to an organization, as every employee is eager to
know about it whenever he/ she enters his/ her life’s career. The career advancement opportunities have to be a
clear, enlightened, and known to every new employee. To most scholars career advancement is related to seniority,
advantage and merit. Moreover, for others, especially psychological scientist and management as well,
advancement opportunities are often being seen as a sign of the significant reason for some employees to dislike
their work, and could act as factor which affects the degree of job satisfaction, which could ultimately be an
enhancement for turnover intention among new employees and old ones as well (Edem, 2000).

Wei Zhao (2008) argued that the decision to leave or turnover intention among employees will rely on steady
considerations of the advancement opportunities within their present job in comparison with other jobs in the
labour market.

Job status or job position typically refers to the supremacy and power along with the prestige within the workplace.
In this perspective, high job position refers to more individual’s self- esteem (Wei Zhao, 2008).

4.2 The Relationship between Leadership and Turnover Intention

Sellgren et al. (2007) confirmed that there is a strong relationship between leadership styles and the organizational
work environment and they emphasized that this relationship is very important because there is a great correlation
between work environment and work climate and job satisfaction level which as a result have a significant
relationship with the nursing turnover behavior. Furthermore, Supervisors or managers in the nursing work place
have very significant roles in nurse retention and their turnover behavior. Their results show the effect of
leadership styles on employee’s turnover intention with the mediating role of job satisfaction.

Numerous scholars and researchers have been exploring the nature and notion of the relationship between
leadership style and employees’ turnover intention. In the same context, Bass (1990) suggested that most of
previous studies show that leadership behavior could be a key element and a vital key in reducing and justifying
staff turnover intention. Furthermore, it was found that leadership style was in many different ways related in one
way or another to employee’s turnover intention among staff for numerous firms and organizations, and in the
nursing workplace. It was found that there is a stronger relationship between leadership style and turnover
intention among the nurses (Bycio, 1995). In their attempt to investigate the nature of the strength of the
relationship between leadership style and turnover intention, Wells & Peachey (2011) carried out a study among
200 National Colleges assistant coaches, and in U.S.A, they found that there is a strong negative relationship
between leadership style and turnover intention.

4.3 The Relationship between Pay Level and Turnover Intention
Two key issues should be considered regarding the salaries or pay level within the organization. These twoissues
of unfairness usually are complaints by the employees which are distributive justice and procedural justice.

86



www.ccsenet.org/jms Journal of Management and Sustainability Vol. 5, No. 1; 2015

Distributive justice as an essential matter and procedural justice is a secondary issue. In all cases, distributive
justice means the level to which staffs perceive pay quantity as fair, while procedural justice is about the fairness in
the technique or system used to estimate the employee’s amount of his salary or payment. However, most of the
studies till recent time is still mixed. The effects of these two types are on pay justice on the employee satisfaction
and eventually, turnover intention (Bergmann & Scarpello, 2001; Gerhart & Rynes, 2003).

Most of the studies have examined the impact of justice compensation on employees’ turnover intention.
Obviously, the outcome of those studies suggested that employees who are dissatisfied with their salaries because
of unfairness of distributive and procedural justice as a result will have a higher desire and willingness to quit their
jobs. In many turnover intention research models, pay satisfaction is assumed to be a key factor impact on the
willingness of the employees to leave the organization and subsequently as a turnover behavior among the
organization’s employees (Tekleab et al., 2005). Furthermore, numerous related studies have suggested that a
negative relationship existed between pay level satisfaction and employee turnover intention (Lum et al., 1998).

Folger and Konovsky (1989) suggested a key relationship between pay raise and organizational commitment,
which will have a negative impact on employee’s turnover intention.

4.4 The Relationship between Advancement Opportunities and Turnover Intention

Turnover intention could be very disturbing to any employee’s career progress and destroy his/ her career
achievement. Unsatisfactory career progress is a dynamic pushing force in turnover intention. Logically, if an
employee has a very successful career status and his/ her future advancement in this career show signs of
brightness, he / she will not have any intention to leave the organization. On the other hand if he/ she is not satisfied
with his/ her advancement opportunities within the organization, this will enhance the turnover intention
desirability. Based on that, they presume that unsatisfied advancement opportunities are a significant trigger for
turnover intention (Wei Zhao, 2008).

Employee’s position and rank promotion means that he/ she is the manager’s favorable choice, promotion stand for
the employee superiority among the other employees in the organization in terms of the organizational standard
skills and qualifications (Lazear, 1999). On the other hand, poor upward mobility could mean that an employee has
reached his/her career peak advancement. Such image will push the employees to seek better job alternative with
favorable advancement opportunities, and make negative impact on job satisfaction degree within the organization
which will lead to turnover intention (Lee et al., 1996).

Poor advancement opportunities within the organization compared with other organizations within the industry
may trigger the feeling of comparative deprivation. Career promotions lower than the expectation could harm the
reputation of organization’s justice which will lead to employee dissatisfaction. Eventually this will increase
turnover intention or actual turnover among the employees (Aquino, 1999; Heslin, 2005; Wei Zhao, 2008).

5. Conclusion

This paper contributes to both organizational factors literature and turnover intention in many ways. Firstly, it
provides a theoretical support for the relationship between organizational factors and registered nurses turnover
intention. Secondly, this paper contributes to the nursing workplace literature by shading more light on some of
the organizational components and the relationship between these components and how effects nurses turnover
intention. Thirdly, this conceptual paper enriches the nursing workplace literature by explaining some of the
organizational factorscan affectnurses' effectiveness in nursing workplace all over the world.
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