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Abstract

Despite the significance of understanding the reasons under which talented
individuals are more likely or less likely to quit, the nature of the relationship
between Human Resource Management Practices (HRMPs) and turnover
intentions has proven to be unclear. Prior studies suggest that talented employees’
turnover imposes significant negative impact on organisational performance, e.g.
decrease in productivity, profitability, innovation, serviceability and morale of
remaining employees. Likewise, a serious talented Frontline Managers (FLMs)
turnover is observed in the private banks of Pakistan. The corresponding reason
identified is their dissatisfaction with existing conventional HRMPs, which are
typically bureaucratic in nature with no provision of training and development,
and lack appreciation, seniority-based pay and promotions. Owing to these
factors, FLMs are switching towards reputable government and multinational
organisations. In fact, FLMs play an important role in the development and

success of banks.

To investigate this issue, the present study elaborates an examination of the use of
synergistic HRMPs in an on-going effort to control the talented FLMs’ turnover
intentions. Precisely, it examines the impact of two formative bundles, namely,
skills-enhancing practices (SEPs, i.e. training and development) and motivation-
enhancing practices (MEPs, i.e. pay, promotion, recognition and job security) on
FLMs’ turnover intentions through organisational commitment. The research
methodology employs a positivist philosophy, deductive approach and a

guantitative method followed by a survey-based research design. A total of 500



questionnaires were distributed through random sampling technique; 344
questionnaires were finalised for analysis. PLS-SEM was used to test the research
hypotheses. Contrary to conventional wisdom, the findings of this study indicate
that both SEPs and MEPs demonstrate no significant direct impact on talented
FLMs’ turnover intentions. However, organisational commitment (OC) has been
found to fully mediate the relationships between both HRM bundles and FLMs’

turnover intentions.

This research contributes to HRM literature particularly in the area of HRMPs—
Turnover relationships. Furthermore, this study reveals that socio-economic
relationships can be used to influence FLMs’ OC and turnover intentions. The
findings further suggest that adoption of effective SEPs and MEPs in local banks
enhance talented FLMs’ skills and motivation which eventually reduce their
turnover intentions. Additionally, this study highlights the important and critical
role of OC in HRMPs—turnover relationships, particularly in the Pakistani
banking sector and further recommends management to review their HRMPs,
which not only tend to reduce turnover but also lead to FLMs’ enhanced

enthusiasm to serve.
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CHAPTER ONE: THE PROBLEM AND ITS SETTING

1.1  Research Background

Talented employees’ turnover is a serious concern for organisations across the
world, as it negatively affects the organisation’s bottom-line (Campion, 1991,
Shaw et al., 2009; Kidwell, 2011). Examples of effects are: decline in the
performance of remaining employees due to drop in morale, customers move
towards competing organisations owing to weak, delayed and inefficient services,
more over-time payments to inside and outside employees, who temporarily carry
on the work burden and costs paid to the supervisors and co-workers to mix with
new recruits (Tziner and Birati, 1996; Abbasi and Hollman, 2000).

Talented employees refer to those employees who have high personal drive,
learning ability, embrace change, welcome new assignments and deliver for the
organisation. Essentially, they have a track record of success and proven skills in
shaping the future, delivering productive results and engaging subordinates
(Ulrich and Smallwood, 2011). Literature also suggests that talented individuals
execute their plans in a better way than do poor-performing fellow colleagues
(Phillips et al., 1989; Allen and Griffeth, 2001). This feature makes them highly
demanded in the market due to better performance and resultantly they become
well-known to competing organisations (Phillips et al., 1989; Shaw et al., 2009;
Oldroyd and Morris, 2012). As per prior studies, it is highly disadvantageous to
the organisation when their best and brightest performers leave (Carmeli and
Weisberg, 2006; Kidwell, 2011).

It is true that succeeding organisations overwhelmingly endeavour to hire the
talented individuals of its rivals in order to have a competitive advantage in the
market (Pfeffer, 1998; Trevor and Nyberg, 2008). The potential disadvantages to
former organisations could be: loss of talent, drain of experience and knowledge
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of the skilful individuals towards their competitors (Trevor and Nyberg, 2008;
Allen et al., 2010). However, it becomes more shocking to organisations when
such departing employees take valuable skills, information and knowledge about

the project and people with them (Carmeli and Weisberg, 2006; Kidwell, 2011).

A considerable research effort has been devoted towards the general employees’
turnover intentions (Haines et al., 2010). But, visibly, little research has been
conducted, if any, on talented frontline managers’ (FLMs) turnover intentions
(Purcell and Hutchinson, 2007; Jaffari et al., 2011). Authors such as Guthrie
(2001) and Purcell and Hutchinson (2007) have found that organisations differ in
ways of managing their different types of employees such as clerical staff, first
line managers and high professionals. According to them, these employee groups
have different motivations, skills and expectations in the workplace. Purcell and
Hutchinson (2007) also suggest that top management have to be fair while
managing employees, in particular the talented FLMs, as the actions of these
individuals directly impact on achievements of the organisation. Hence, it is
important for organisations to manage their FLM turnover, which undoubtedly

plays a key role in organisational prosperity.

To control talented individual turnover, many researchers in this regard have
identified that organisational HRMPs play an important role in retaining such
employees (Huselid, 1995; Hiltrop, 1999; Shaw et al., 2009). Furthermore, Khilji
and Wang (2007) have determined that there is a relationship between different
HRMPs and employees’ turnover intentions, with a stronger relationship observed
for FLMs than the operational-level employees and top executives. They further
portray that the quality of HRMPs affects FLMs’ motivation to stay or quit the
organisation. Despite the importance of understanding the reasons under which
talented employees are more likely to leave, the nature of the relationship between
HRMPs and turnover intentions has proven to be unclear (Bryant and Allen,
2013). In addition, it is also not yet clear which HRMPs are significantly
connected to their turnover intentions (Combs et al., 2006; Abii et al., 2013).
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The prior literature also clearly presents and argues that talented individuals are
more agile in changing organisation, compared to average and poor performers, if
not provided with suitable HRMPs (Phillips et al., 1989; Park et al., 1994).
Generally, these employees expect their respective organisations to provide them
HRMPs which enhance their skills and motivation to stay (Huselid, 1995; Kwon,
2009). If organisations fail to provide skills- and motivation-enhancing practices,
such as training, development and fair compensation packages, the talented

individuals tend to quit without thinking too much (Shaw et al., 2009).

According to Huselid (1995), HRMPs such as incentive compensation,
performance management practices, employee involvement and training practices,
enhance employees’ skills and motivation to stay in the organisation. Thus,
organisations need to improve their HRMPs, in particular those which enhance
employees’ skills and motivation to stay. As a matter of fact, employees stay
decisions are of high interest to practitioners as these employees generate
disproportionate value and more significantly an opportunity for the employer to
have a competitive advantage in the market (Barney, 1991; Lepak and Snell,
1999; Kidwell, 2011).

The existing literature also indicates that suitable HRMPs are related to employee-
related outcomes, e.g. organisational commitment (OC) (Agarwala, 2003; Meyer
and Smith, 2000). Before discussing this relationship, it is important to provide a
definition of OC. According to Johns (1996) and Bryant and Allen (2013), OC
reflects a psychological attachment of an individual to the organisation. Arthur
(1994) and Way (2002) have identified that HRMPs enhance individuals OC and
reduce their turnover intentions. But they formally hypothesised and tested only
the direct association between HRMPs and employees’ turnover and pointed out
that OC could be the mediating factor. Thus, the mediation of OC between the
HRMPs which augment employee skills and motivation and turnover intentions
could lead to deeper insights. Hence, it is worth testing the role of any mediator in

such a context.
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Literature further suggests that OC is a proximal (immediate) outcome of HRMPs
compared to turnover, which is a distal (situated away from) outcome (Kehoe and
Wright, 2010; Haines et al., 2010; Jiang et al., 2012). According to Buck and
Watson (2002) and Collins and Clark (2003), HRMPs initially affect individuals’
attitudes and then affect their behaviour, e.g. turnover. Considerable research
supports this idea that attitudes affect behaviours more than behaviours affect
attitudes. Regarding this, Harrison et al. (2006) conducted a meta-analysis of 49
studies on job attitudes, such as job satisfaction and organisational commitment
and work behaviour, e.g. turnover, involving over 10,000 people. They revealed
that predictive correlations between the attitudes and behaviours were stronger
than the predictive correlations between the behaviours and attitudes. They also
recommended that the combined evidence from the studies meta-analysed tended
to favour the attitude—behaviour mechanism. Hence, the role of the OC (attitude)
as a mediator between selected HRMPs and turnover could help in depicting a

clear picture.

Based on the above arguments, the present study aims to examine the impact of
skills-enhancing practices and motivation-enhancing practices (SEPs and MEPSs)
on talented FLMSs’ turnover intentions through the intervening mechanism of OC.
Additionally, this study also endeavours to bridge the work popularising the
concept of SEPs and MEPs with the research literature by assessing the talented
FLMs’ turnover intentions, which have been rarely studied. In order to achieve

this research aim, the following objectives have been developed:

»  To investigate the impact of skills-enhancing practices on talented FLMs’
turnover intentions in the private banks of Pakistan.

» To examine the impact of motivation-enhancing practices on talented
FLMs’ turnover intentions.

»  To study the influence of organisational commitment on talented FLMs’
turnover intentions.

» To find out whether or not organisational commitment mediates the
relationship between selected skills- and motivation-enhancing practices and

talented FLMSs’ turnover intentions.
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1.2 Research Problem and Research Hypotheses

Prior studies have found a relationship between individual HRMPs and
employees’ turnover intentions; yet the statistical work has remained conceptually
underdeveloped regarding the said relationship. In particular, the relationship
between the synergistic effects of HRMPs, such as SEPs and MEPs on talented
FLMs’ turnover intentions is lacking. Moreover, the existing studies do not
divulge information about the mediating role of OC between selected HRM
bundles and talented FLMs’ turnover intentions. Hence, the relationship among
the combined HRMPs, OC and talented FLMSs’ turnover intentions across
different industries, such as banking, needs to be studied. Developing countries
like Pakistan need to know the contribution of different individual-related factors
and talented FLMs’ turnover intentions leading towards economic development
and prosperity. Pakistan is gradually shifting its economy from agriculture to the
services sector, which contributes almost 54% to the GDP of the country (Sarwar,
2013). Hence, it is important to determine empirically the contribution of the
afore-mentioned factors, SEPs, MEPs and OC, towards talented FLMs’ turnover

intentions in the private banking sector of Pakistan.

Prior literature has identified that talented employees’ turnover is a cause of
concern for organisations, especially when these departing employees join other,
similar types of competing organisation (Shaw et al., 2009; Wallace and Gaylor,
2012). Such a type of turnover is costly and damaging to the organisations
departed (Buck and Watson, 2002; Kidwell, 2011), because it imposes serious
direct costs (recruitment, selection, and training and development of new entrants)
and indirect costs (stress among the remaining employees, reduced output, drop in
morale, loss of social capital) as indicated in the literature (Staw, 1980; Tziner and
Birati, 1996; Ramlall, 2003).

Prior research suggests that there are still few conclusive findings regarding the
effects of combined HRMPs and employees’ outcomes. In fact, much of the
research has focused on the HRMPs and organisational outcomes (Cappelli, 2000;
Delaney and Godard, 2001). However, research is inconclusive in terms of the

effect of HRM bundles on specific employee-related outcomes such as, overall
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organisational commitment and talented FLMSs’ turnover intentions. This may be
because of the methodological limitations and flawed approaches (Kinnie et al.,
2005).

Hornby (2006, p. 1533) defines theory as ‘a formal set of ideas that are intended
to explain why some things happen or exist.” Broadly speaking, theory is generally
used to understand the relationships among the study’s concepts or constructs. In
fact, it is the theory that offers the explanatory research model of how and why
these concepts or constructs are interrelated. It is in the literature that theories
often offer a basis for predicting the happening of phenomena and together with
the conceptual models. These also assist in stimulating the research and the
extension of knowledge by providing both direction and motivation (Houser,
2008).

Using the social exchange theory (Blau 1964), as a main theory and organisational
support theory (Eisenberger et al., 1986, 2002) as well as the ability, motivation
and opportunity to participate (AMO) theory (Bailey, 1993), as alternative lens;
this study aims to examine the impact of HRM bundles on employees’ outcomes.
This includes overall organisational commitment and turnover intentions. All
these theories suggest that mutual commitment between the employees and
employers basically starts with the organisation providing a supportive and
helpful environment to its employees, who are driven towards achieving the set
organisational goals. Specifically, social exchange theory recommends that
exchange of encouraging treatment could be prolonged if the delivery of resources
from another party is highly valued and actions are flexible (Blau, 1964;
Eisenberger et al., 2002).

Based on these theories, the present study discusses that FLMs’ are more likely to
reciprocate in better ways, when they perceive that organisation supports them
(Allen et al., 2003; Lambert et al., 2001). In this regard, combined HRMPs such
as, skills and motivation-enhancing bundles are expected to empower employees
in various ways, which in turn lead to positive employee-related outcomes. This

approach is desirable and appropriate for studies that link HRMPs and employee-
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related outcomes, which are relatively scarce. Thus, there are reasonable
theoretical and methodological grounds to justify this research. In particular,
multi-theory approaches used in exploring the impact of two formative HRM
bundles (SEPs and MEPs) and employee-related outcomes (organisational
commitment and turnover intentions) to represent a further contributions to the

theory and literature in the domain.

In order to deal with the above research problems, the following research

guestions have been framed:

RQ1: What is the impact of skills-enhancing practices on talented FLMSs’

turnover intentions in the private banks of Pakistan?

RQ2: Do motivation-enhancing practices impact on talented FLMs’ turnover

intentions?

RQ3: What is the impact of organisational commitment on talented FLMSs’
turnover intentions?

RQ4: Does organisational commitment mediate the relationship between selected
skills- and motivation-enhancing practices and talented FLMs’ turnover

intentions?

Precisely, this research has developed five main hypotheses based on prior

investigations to answer the above research questions:

» H1. Skills-enhancing practices are negatively related to talented FLMs’

turnover intentions.

» H2. Motivation-enhancing practices are negatively related to talented

FLMSs’ turnover intentions.

» H3. Organisational commitment mediates the relationship between skills-
enhancing practices and talented FLM turnover intentions.

» H4. Organisational commitment mediates the relationship between

motivation-enhancing practices and talented FLMs’ turnover intentions.

1-7



» H5. There is a negative relationship between OC and talented FLMs’

turnover intentions.

1.3 Justification of the Research

This study investigates the influence of SEPs and MEPs on talented FLMs’ OC
and turnover intentions in the private banks of Pakistan. It is generally thought
that individuals look forward for having an organisational environment that
provides them the opportunity for development and growth. Hence, for those
organisations which provide their employees effective training, performance-
based pay, promotion and development opportunities, employees are likely to stay

longer, which undoubtedly makes an organisation successful.

It is important to note that Pakistani private banks have experienced
unprecedented turnover of talented FLMs in recent years. According to Khilji and
Wang (2007), the annual average rate of turnover among the local banks is 25% to
30%, which is quite high and can lead banks to negative consequences, e.g.
reduced organisational performance. Owing to this higher turnover rate, local
banks have been afflicted by a myriad of problems which undoubtedly have
affected the private banking sector ability to function efficiently and effectively.
In fact, local banks are struggling to meet the increasing demand from several
perspectives in this era of stiff competition. The main reason identified was the
use of the traditional HRMPs such as seniority-based remuneration and promotion
(Khilji, 2004); sycophancy and the favouritist ‘Sifarish’ culture (Islam, 2004),
with rigid rules and policies carried out in a typically bureaucratic style which

encourage talented FLMs to leave these banks.

Review of established studies further suggests that the high rate of talented FLMs’
turnover imposes more direct and indirect costs, such as recruitment and selection,
re-advertisement of posts, interviewing expenses, training expenses and
importantly the disgruntled morale of the remaining employees. At the same time,
these direct and indirect costs slow down the performance of the banks (Ansari,
2011). This situation in the sector clearly requires an urgent attention to FLMs’
turnover intentions, as this sector is the second most productive sector in the
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Pakistan service industry (after transport and communication) with a significant
share in GDP.

Despite its importance, many prior studies have empirically examined employees’
turnover intentions in general but no visible study (that this researcher has found)
has investigated talented employees’ turnover intentions specifically (Shaw et al.,
2009; Haines et al., 2010; Boles et al., 2012). However, some of the studies have
only paid attention to the practitioners’ gut instincts rather than solid empirical
evidence (Bryant and Allen, 2013). Hence, this empirical study will be an addition
to the existing body of literature as it focuses on the talented FLMSs’ turnover

intentions rather than general employee turnover.

Additionally, this study considers OC as a mediator of the relationship between
selected SEPs and MEPs and talented FLMs’ turnover intentions. This area of
research has lacked researchers’ attention because researchers were previously
focusing on studying direct HRMPs—turnover relationship (Dyer and Reeves,
1995; Huselid, 1995; Shaw et al., 2009). However, a more detailed review of the
literature reveals a significant disagreement in their viewpoints and suggests that
HRMPs are distal antecedents of individuals’ turnover intentions (Haines et al.,
2010; Jiang et al., 2012); whereas, OC is a proximal antecedent of their turnover
(Porter et al., 1974; Griffeth et al., 2000). Hence, it is important to test the impact
of the employee attitudes, e.g. OC, by which HRMPs usually impact on turnover.

In addition, the dearth of literature on the subject in Pakistan also establishes a
serious gap for many organisations, including the banking sector (Khilji and
Wang, 2007; Khan et al., 2011; Irshad and Toor, 2008). In Pakistan, a large
number of talented FLMs are leaving their banks due to dissatisfaction with
traditional HRMPs (Khilji and Wang, 2007; Ansari, 2011). Talented FLMs
relatively being the newest category of employees, banks need to pay attention
towards retention of these employees as they do not fear job change too much
(Khan, 2009). Besides, their retention is important because they have direct
interaction with the top management and clientele of the banks (Purcell and
Hutchinson, 2007). Thus, the application of the proposed model to a sample of
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talented FLMs of the private banks of Pakistan could help this sector to a great
extent. It would also be an empirical progress in the existing knowledge. To
address this gap, there is a need to empirically test the HRMPs—turnover models

in a local context to minimise the turnover of the talented FLMs.

In order to further describe the significance of the current study in terms of
context, players and environment, the brief discussion is done in the following

sub-sections.

1.3.1 HRMPs that Contribute to Turnover Intentions and OC

Researchers have recognised that employees’ turnover is influenced by the variety
of HRMPs that affect both individual- and organisational-level outcomes (Tzafrir
et al., 2004; Combs et al., 2006). In fact, HRMPs play a significant role in
managing an organisation’s ground-breaking activities, one of which is retention
of high-performing individuals (Shaw et al., 2009; Yamamoto, 2012). Regarding
this, Batt and Valcour (2003) find that HRMPs such as flexible scheduling, job
security, higher pay and supervisor support were negatively related to the turnover
intentions. Notably, pay practices explain the most variance in employees’
turnover intentions. In addition, Pare and Tremblay (2007) statistically proved that
recognition and competence development were significantly related to
individuals’ turnover intentions; whereas, fair rewards and information-sharing
practices had a weaker relationship with the turnover intentions of IT employees

in Canada (see Section 2.4.3 for more details).

Although several attempts have been made to recognise the HRMPs—turnover
relationship a serious gap in the body of knowledge still exists regarding the
combined impact of HRMPs on turnover in general and talented FLMs’ turnover
in particular. Considering the substantial costs associated with talented
individuals’ turnover, organisations need to implement HRMPs which augment
employees’ skills and motivation at work as much as possible (Haines et al.,
2010). Although there is an agreement among researchers regarding the direct

relationship between HRMPs and employees’ turnover intentions, the detailed
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analysis of literature shows a disagreement on the direct relationship and suggests

that the relationship could be established by using a mediating factor(s).

Supporting this viewpoint, four noticeable research streams draw four diverse
inferences about the relationship between HRMPs and employees’ turnover. The
first stream of researchers affirm that the relationship is direct and unmediated
(Dyer and Reeves, 1995; Huselid, 1995; Guthrie, 2001; Kehoe and Wright, 2010).
Whilst, the second group of researchers elucidate that employees’ organisational
commitment mediated the relationship between HRMPs and turnover but they did
not hypothetically develop or test this assertion (Arthur, 1994; Way, 2002).
However, many studies have tried to measure the simultaneous effect of HRMPs
and OC together on individuals’ turnover intentions (Agarwala, 2003; Chew et al.,
2005; Abii et al., 2013).

The third group contains those studies that have coined the idea of ‘commitment-
based HRMPs’ (Arthur, 1994, p.672) or ‘commitment-inducing HRMPs’ (Batt,
2002, p.589). The cited researchers pointed out that HRMPs increase individuals’
commitment to the organisation and thus reduce their turnover, but they only have
tested the direct relationship between the individual HRMPs and turnover in their
studies. The final stream of studies deals with efficiency wage theory (Schlicht,
1978). This theory suggests that individuals stay in the organisation when HRMPs
increase their usefulness and worth but depart when they are decreased (Leonard,
1987; Batt et al., 2002; Shaw et al., 1998). Notably, they have not tested the

mediating mechanisms at all in their studies.

These research streams lead to diverse conclusions and limit theoretical
development within this research space. The first two streams acclaim a simple
approach that individual HRMPs lead to a reduction in employee turnover;
whereas, the latter two streams advocate that depending on employees’
commitment, different HRMPs may be positively, negatively, or not related to the
employee turnover. To the researcher’s knowledge, none of the afore-mentioned
research streams has offered evidence of testing OC as a mediator. However,
many studies have used OC as an outcome of different HRMPs (Ogilvie, 1986;
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Agarwala, 2003; Imran and Ahmed, 2012). In view of this, it could be inferred
here that employees stay committed to the organisation when they are greatly
satisfied by the given set of HRMPs. Moreover, it is expected that OC may
influence the relationship between the selected SEPs, MEPs and talented FLMs’

turnover intentions in the local context.

1.3.2  An Overview of the Pakistani Banking Sector

This research has been carried out in the private banking sector of Pakistan. Thus,
a brief outline of this sector is presented. Literature states that the country’s
banking sector has undergone many changes since its inception in 1947 (Hussian,
2010). These changes have led to both positive and negative effects on the
performance of the sector (Zaidi, 2005). In spite of some negative effects, still the
banking sector acts as a mainstay of the economy and plays a key role from
different perspectives, e.g. creates employment, contributes to country’s GDP and
provides better facilities to customers, inside and outside of the country (Hussian
etal., 2012).

There has been an increase in the number of banks since privatisation took place,
which shows that there is still room for banks to operate profitably if managed
properly (SBP, 2008). In such an environment, it is important for local banks to
focus on their human resource capital through adoption of suitable HRMPs to
have a competitive edge over multinational banks on the one hand and retention
of employees on the other hand (Irshad and Toor, 2008). Hence, current
underlying forces in the sector open the door to find the relationship between
HRMPs and employees’ turnover intentions. Nevertheless, the retention of human
resources is the key option for banks to grow further and keep their existence
(Cascio, 2006). In these circumstances, only those organisations will make
difference in the market which adopt suitable HRMPs in retaining their
employees, in particular the talented ones (Bryant and Allen, 2013).

By developing a complete understanding of turnover intentions, banks may
become able to put into operation some real and genuinely effective strategies for

good performers’ retention which may lead towards higher performance. Broadly
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speaking, the use of ineffective and conventional HRMPs in the sector has also
resulted in a number of drawbacks affecting employees’ commitment and
turnover decisions (Memon et al., 2010; Ansari, 2011). Therefore, it is envisaged
that HRMPs should be aligned with the individuals’ needs and then there can be a
greater possibility that this sector will grow further to support the economy and
become able to reduce the rate of employee turnover. The results of this empirical

study may help organisations in reducing talented FLM turnover.

1.3.3  Description of the Frontline Managers (FLMs)

Management of an organisation is generally classified into top, middle and
frontline management. The main responsibility of the FLMs is to directly manage
employees or teams and then report to next higher level in organisations (Teo et
al., 2011). Specifically, frontline managers are defined as first-level leaders whose
direct reporters are employees with no management responsibilities (Purcell and
Hutchinson, 2007; Harvard Business Review, 2014). It is true that FLMs’
performance directly impacts the quality, innovation and organisationl
performance. Precisely, they play a key role in achieving the organisation’s goals.
Prior investigations have clearly revealed that lack of striking HRMPs is a main
reason of FLMSs’ leaving (Harvard Business Review, 2014).

Moreover, the FLMs are employees who, besides reporting to top management,
also provide frontline services to the customers (Khan, 2009). Their key
responsibilities include: reporting to the higher levels of management about non
managerial employees’ performance, tasks, welfare and the teams they manage
(Purcell and Hutchinson, 2007). Purcell and Hutchinson (2007) in their
investigation on twelve UK organisations found that the role of FLMs has been
neglected so far; whereas, FLMs are directly influenced by the HRMPs. They
further suggest that the FLMs should increasingly be charged with the use of the
numerous HRMPs for achieving the business priorities. According to Cappelli
(2008), frontline managers are more important today than ever before on the
ground that their spans of control are bigger as they supervise a lot of employees
and are also expected to be more responsive to customers and management in

solving the problems.
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The term “frontline manager’ in the banking sector of Pakistan is more specific as
it refers to line managers in the lower end of the management hierarchy such as
operation managers, customer service managers, team leaders, including
supervisory managers (Khilji and Wang, 2007; Khan, 2009). They are often
known as Officer Grades (OG) 1, 2 and 3 (see Table 1.1). Usually, they are often
considered as the voice of management at the outset and directly responsible to
the top management for the output and management of subordinates (Khan,
2009). FLMs in Pakistani banks are often promoted from within and are likely to
have a formal business and management education such as CA, MBA, M.Com,
degree in public administration or a university degree in Economics (Ansari,
2011). Table 1.1 highlights the position of all the levels of managers in the private
banks of Pakistan.

Table 1.1: Grade-based classification in the private banks of Pakistan
Source: Human Resource Departments (HRDs) of the responding banks

Senior or Top Level Management EVP and SEVP

Middle Level Management AVP, VP and SVP

Frontline or first line management 0G-3, 0G-2 and OG-1

Key: EVP = Executive Vice President, SEVP = Senior Executive Vice President, AVP =Assistant
Vice President, VP = Vice President, SVP = Senior Vice President and OG Officer Grade (OG3
higher and OG1 lower in rank).

1.4 Research Design

The choice of methodology is to achieve the aim and objectives of the study. This
research has addressed two assumptions of research philosophy, namely,
epistemology (nature of knowledge) and ontology (nature of being). Based on
these assumptions, a positivist approach synergised with objectivism has been
taken with a quantitative strategy analysis which assumes that conceptual models
are usually developed to explain the direction of the relationships among the study
variables. Regarding this, a self-administered questionnaire (five-point Likert
scale, 1 strongly disagree to 5 strongly agree) was used for the data collection
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from the FLMs. Given their busy schedules and unrelenting job commitments,
respondents were not happy in sparing too much time for the personal interviews,
yet they were happy to retain the questionnaire with them and complete at their
ease. The overall research design and purpose of this study is to test the
hypothesised relationships among the study variables; the type of investigation is
co-relational and the extent of the researcher’s influence is minimal in this cross-

sectional study.

Based on quantitative methodology, the initial survey instrument was developed
from the pool of items widely used in the prior studies. After having the pilot
study results, the instrument was modified based on reliability and validity of the
selected measures. After finalising the questionnaire, main data was collected by
using a simple random sampling technique. The survey was carried out in ten
private sector Pakistani banks with prior management authorisation. A total of 500
questionnaires were distributed, out of which 355 were completed and returned to
the researcher. By all standards, 344 questionnaires were deemed fit-for-purpose.
Afterwards, participants’ responses were transferred into SPSS-21 for electronic
storage and descriptive statistical analyses. Finally, structural equation modelling
using PLS version-3 was used to test the core hypotheses. This analytical
technique has a unique ability to test the complex structural models in terms of
sophisticated relationships among the various latent constructs of the study (Hair
etal., 2014).

1.5 Structure of the Thesis

This thesis is presented in five chapters.

Chapter 1 The Problem and its Setting: This chapter sets the scene for the
remainder of the study by outlining the key research themes. This chapter presents
an overview of the study to establish the practicalities for this investigation, e.g.
research background, context, justification of the research, gap, aim and
objectives of the study are presented. This is followed by precise discussion of the
methodology, operational definitions and delimitations of this study are also
highlighted.
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Chapter 2 Literature Review: This chapter reviews the existing literature on
employees’ turnover intentions and actual turnover, its types, antecedents, costs
associated with turnover. This chapter also reviews the theoretical frameworks
(SET and relevant HRM literature) that will be used as a lens to examine the
organisational factors (HRMPs) and study’s proposed outcomes. It also reviews
the HRMPs influencing turnover, employing group and individual HRM
practices, skill-enhancing practices, motivation-enhancing practices, relationship
between selected HRMPs and OC, mediating role of OC, and OC and turnover
intentions relationships. This chapter also provides insights about the research

framework. Finally, the gaps in research are discussed.

Chapter 3 Research Methodology: This includes a detailed discussion of the
empirical research methodology including data collection and data analysis
techniques. The data collection section is described in five parts: (a) data
collection, (b) sample selection and participation, (c) developing the survey
questionnaire, (d) measurement scales, and (e) the pilot study. This chapter also
discusses what kind of data is required to examine the latent constructs. Then,
data analysis processes and statistical techniques are selected to analyse the data.

Finally, the research’s ethical issues are discussed.

Chapter 4 Analysis and Findings: This chapter presents the analyses and
findings of the main survey. It begins with data management, data screening,
demographic characteristics, measurement model (reflective and formative
measurement model), assessment of structural model fit through PLS-SEM and
the mediation process. The chapter ends by showing the outcomes of hypotheses

testing and the conclusion.

Chapter 5 Discussion and Conclusion: This chapter summarises and discusses
the key empirical findings of the quantitative analysis discussed in Chapter 4. This
is followed by the contributions to literature, recommendations for practice,

research limitations and avenues for future research.

1-16



1.6 Definitions of the study variables

This section defines the constructs used in the study from the surveyed literature.

The following definitions are used in this thesis.

Skills-Enhancing Practices (SEPs): Skill-enhancing practices are those designed
to advance the knowledge and abilities of the organisation’s individuals by

developing the skills of employed workforce (Subramony, 2009).

Training Practice (TRAIN): Training practices typically bring a systematic
change in individuals’ behaviour through learning events, programmes and
instruction that assist them to attain the knowledge and skills needed to carry out
the work effectively and efficiently (Armstrong 2006). According to Armstrong,
training can advance the level of employees’ self-awareness and in addition
enhance their talent and motivation. Precisely, training in this study is referred to
as a planned effort by the bank management to facilitate its employees in

improving their skills and reducing their turnover intentions.

Development Opportunities (DO): Development opportunities are generally
considered as continuous and dynamic development of individuals’ skills which
are generally aimed at long-standing career growth rather than an immediate
performance (Kyndt et al., 2009; Bryant and Allen, 2013).

Motivation-Enhancing Practices (MEPSs): Motivation-enhancing practices are
those planned to affect individuals’ desire and willingness to accomplish the

assigned tasks and go beyond the stated expectations (Gardner et al., 2011).

Pay Practices (PAY): Pay is a reward to employees for making due return to them

against their rendered services (Trevor et al., 1997).

Promotion Practices (PMTN): Promotions generally refer to the individuals’
progression into new positions with greater challenges, higher work responsibility
and authority than their previous job positions (Dessler, 1999). In this research,
promotion-related practices are taken as a probable movement of FLMs from

lower to higher levels within the bank.

1-17



Recognition Practice (RECO): A phenomenon in which the abilities and
contributions of the individuals are fairly identified and appreciated by the
management (Abbasi and Hollman, 2000; Chew, 2004).

Job Security (JSEC): Job security is said to be an individual’s expectations about
the continuity in the job-related aspects (Arnold and Feldman, 1982).

Organisational Commitment (OC): The operational definition of OC refers to the
individuals’ sense of belongingness to the organisation. In other words, it is a

degree to which employees feel devoted to their organisation (Porter et al., 1974).

Talented FLMs’ Turnover Intentions (T1): Turnover intention is considered as a
conscious and deliberate attempt of talented FLMs to leave an organisation
despite having positive evaluations (Kim et al., 1996; Carmeli and Weisberg,
2006). Their turnover intentions can be defined in Pakistani banks as a voluntary
leaving when he or she perceives another better opportunity (Jaffari et al., 2011).

1.7 Delimitations of Scope and Key Assumptions

The scope of this study was limited to the private banks and has not included
public and foreign banks which are generally expected to have more developed
and integrated HRMPs. A comparative study of the different sectors could have
been done to enrich the results. Moreover, this research only focuses on the FLMs
and ignores the other levels of management. It could have provided better insights

if data from all levels of management and clerical staff had been collected.

Ten, out of seventeen, private banks participated in the study; the remaining seven
banks refused to participate stating that they are new in the banking arena in
Pakistan. In fact, non-responding banks were not willing to provide information
about training, development, salary and promotion practices owing to the high
competition in the sector. Thus, the generalisability of the conclusions and
recommendations of the current study should be considered carefully. Only
selected skills- and motivation-enhancing practices have been used to identify
their relationship with the OC and turnover intentions of the study population.

Another delimitation of this study is that it has only focused on the talented FLMs
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of the banks and has not considered the FLMs who are average or poor
performers. Thus, a comparative study might have provided better results. In
addition, all findings of this study are based on the information provided by the
participants and are subject to the potential bias and prejudice of the participants

involved in the research to some extent.

The measurement instrument used only assessed the individuals’ perceptions
rather than direct measures regarding selected HRMPs, organisational
commitment and turnover intentions. Accordingly, the answers of the respondents
when responding to self-reported measures could be the result of their temporary
moods, or could be the result of what may be reflected as socially suitable to them
resulting in common method bias. Moreover, financial and operating
performances of the banks were not included in the purview of the current study.
This could have provided better results in understanding the impacts of talented

FLMs’ turnover on the organisational performance.

1.8 Conclusion

This chapter has introduced the thesis by presenting background information on
the importance of SEPs and MEPs (HRM bundles) and their link with talented
FLMs’ OC and turnover intentions. This chapter also presents and justifies the
potential research gaps in the existing research, highlights the research questions,
aim/objectives, provides succinct methodology, thesis structure and delimitations
of the study.
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CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

This chapter discusses the prior research on the relationship between selected
HRMPs and individuals® OC and turnover intentions. Further, it also places
careful attention on the various existing models of HRMPs—turnover relationship
and relevant theories, particularly social exchange theory (SET) to operationalise
the research constructs. The present chapter provides a critical review and analysis
of the relevant literature which enhances understanding of the HRMPs and their
influence on individuals’ OC and turnover intentions. Section 2.2 addresses the
background of turnover along with its several forms, costs associated and main
antecedents. However, Section 2.3 specifically highlights the factors associated
with talented FLMSs’ turnover. Section 2.4 emphasises on the reference theories
and Section 2.5 highlights the antecedents and relationship between skills- and
motivation-enhancing practices and talented FLMs’ turnover intentions. Section
2.6 lays a particular emphasis on the mediating role of OC. Section 2.7 discusses
the relationship between OC and turnover intentions. Section 2.8 underlines the
development of the framework. Sections 2.9 and 2.10 highlight the research gaps
and summarise the chapter, respectively. Additionally, contextual information
about Pakistan’s banking sector is presented in Appendix K for further

understanding.
2.2 Definitions of Turnover and its Different Types

Before identifying and discussing the antecedents of employees’ turnover, it is
important to define turnover and its different forms. Turnover is defined as a
rotation of an individual around the employment market between organisations
and jobs (Abbasi and Hollman, 2000; Haines et al., 2010). Moreover, March and
Simon (1958) and Mobley (1982) have defined it as a cessation of an individual’s

employment from the organisation on finding an acceptable alternative job.
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Many researchers have stated that turnover has negative consequences on
organisational performance (Abelson and Baysinger, 1984; Maertz and Campion,
2004; Boxall et al., 2003; Hancock et al., 2011). According to Mathis and Jackson
(2004, p.93),

Excessive turnover can be a very costly problem, one with a major
impact on organisation’s productivity. One firm had a turnover rate of
more than 120% per year! It cost the company $1.5 million a year in
lost productivity, increased training time, increased employee
selection time, lost work efficiency and other indirect costs.

Similarly, many researchers have also suggested that employee turnover badly
diminishes institutional image, i.e. reduced productivity and profitability
(Entrekin and Court, 2001; Chew, 2004). Not only this, but organisations also
encounter many associated problems such as loss of training time, valuable
information, expertise and customers gained during the tenure (Mitchell et al.,
2001; Kwon, 2009). Accordingly, organisations remain at huge risk that departing
individuals may copy the results of on-going projects and share it with the
organisation which they join (Hausknecht and Trevor, 2010). Based on this,

organisations must try to retain them to maintain their worth and performance.

Contrary to the ideas of the researchers mentioned earlier regarding negative
effects of turnover, another stream of researchers has claimed that turnover has a
positive impact on organisational performance (Dalton et al., 1982; Phillips et al.,
1989). Fundamentally, the positive effects of turnover result from the departure of
poor performing individuals; whereas, the negative effects arise largely due to the
departure of talented individuals (Hollenbeck and Williams, 1986; Shaw et al.,
2009). In the literature, when poor performers leave an organisation voluntarily or
involuntarily, the organisation has a good prospect for recruiting new employees
having better skills and information to the workplace (Kwon, 2009). Indeed, poor
performing employees’ departure would also create better opportunities, e.g.
promotion and high morale for stayers to move ahead (Martin, 2011). Given the

well-documented positive and negative consequences of turnover, one method of
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categorising it is to label it either functional or dysfunctional to the organisation
(Campion, 1991; Abbasi and Hollman, 2000).

2.2.1 Types of Quitters

Maertz and Campion (2004) outlined four types of quitters in their study. The first
type of quitters is the impulsive quitters; basically, they are those employees who
leave an organisation without any pre-planning. Any bad incident taking place in
their professional life in the working environment would negatively affect their
motivation to continue the job. Principally, this sort of turnover would be difficult
for management to predict and prevent quitters’ intentions. The next type of
quitter is the comparison quitter. This type of quitter usually quits their job when
they find any striking alternative in the market. Normally, departure of such
quitters consists of both poor performing and talented employees. It does not have
strong negative effects on the organisations’ bottom-line when poor-performing
employees leave but this would be badly affected when their talented employees

leave.

The third type of quitter is the pre-planned quitter. They have a pre-determined
intention in mind to quit the job at some stage. Examples of these quitters are:
birth of a child, spouse retirement and decision to go for further education. Similar
to the impulsive quitters, it is honestly hard for management to predict and
prevent this type of turnover as well. The final type of quitter is the conditional
quitter. They usually make decisions to quit when an uncertain incident or shock
emerges. It may be the possibility of a better job offer somewhere else, lack of
promotion in the existing company, or may be related to unfavourable working

conditions therein, i.e. the way they are treated by their supervisors.

Characteristically, all types of quitter leave a negative impact on organisational
effectiveness. Consequently, contemporary organisations need to focus and
improve on organisational factors, e.g. HRMPs that basically compel employees’

to leave.
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Moving on to the types of turnover, traditionally, there have been three major
types of turnover identified in the literature: involuntary and voluntary turnover,
functional and dysfunctional turnover and unavoidable and avoidable turnover
(Abbasi and Hollman, 2000; Mathis and Jackson, 2004; Allen, 2008). All of these
forms of turnover are placed into a typology in Figure 2.1, and discussed in the

following sub-sections.

Turnover
| |
Voluntary Turnover Involuntary Turnover
| ]
Dysfunctional Turnover Functional Turnover
| ]
Avoidable Turnover Unavoidable Turnover

Figure 2.1: Turnover typology
Source: Griffeth and Hom (2001).

2.2.1  Involuntary and Voluntary Turnover

Involuntary turnover refers to the dismissal/layoffs of employees (Llorens and
Stazyk, 2010). Simply, it is an intentional reduction in the number of employees
by an organisation so that it could improve performance (Dalton et al., 1982;
Felps et al., 2009). The causal factors for employees’ dismissal could be
inefficiency in meeting organisational objectives, not complying with managerial
policies or work rules, not achieving performance standards, and sometimes an
organisation’s downsizing or layoff policy is a reason (McElroy et al., 2001). It is
generally believed that businesses go for layoffs in order to save their costs (Davy
et al., 1991). However, Dessler (1999) states that layoffs do not save money but

affect negatively on organisations’ performance because remaining staff become
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less trusting, less involved, and hence can become highly engaged in the

consideration of finding work in another organisation.

This is opposed to voluntary turnover where employees willingly resign from the
organisation because of their personal and professional matters (Stovel and
Bontis, 2002; Shaw et al., 2005; Lee et al., 2008; Wallace and Gaylor, 2012).
There could be a variety of reasons: it could be dissatisfaction with compensation
or other facets, unsuitable work environment, lack of career development or
dearth of promotion-related opportunities, job insecurity and personal or family
matters (Price, 1977; Llorens and Stazyk, 2010). Compared to involuntary
turnover, voluntary turnover poses many undesirable and serious effects on
organisational performance such as low productivity, low profitability and high
costs of replacements (Campion, 1991; Shaw et al., 1998; Stovel and Bontis,
2002). Table 2.1 indicates the key difference between involuntary and voluntary

turnover.

Table 2.1: Difference between involuntary and voluntary turnover

Definition Examples

“Movement across the membership
Involuntary | boundary of an organisation, which is not
turnover initiated by the employees” (Price, 1977,

p.9).

Retrenchment
Dismissal
Death

“Voluntary cessation of membership of an
organisation by an employee” (Mobley, Resignation
1982, p.10).

Voluntary
turnover

2.2.2 Functional and Dysfunctional Turnover

Voluntary turnover has been further classified into functional and dysfunctional
turnover (Allen, 2008). In the former type of turnover, bad or substandard
performers leave and good performers stay (Dalton et al., 1981; Johnson et al.,
2000; Wallace and Gaylor, 2012). These authors have also demonstrated that

functional turnover mainly helps an organisation in a number of ways; it improves
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remaining employees’ potential for the work, it reduces organisational costs and

improves overall organisational image.

Contrastingly, in the case of dysfunctional turnover, it is observed quite often that
effective performers leave while only bad or substandard performers stay in the
organisation (Dalton et al., 1982; Blau and Boal, 1987; Johnson et al., 2000). This
is why Abelson and Baysinger (1984) and Buck and Watson (2002) have
considered dysfunctional turnover as highly detrimental to organisational
progress, as it imposes higher direct and indirect costs than functional turnover.
Besides, it leaves a negative impact on the satisfaction of the organisation’s
customer base. Researchers often use the term ‘dysfunctional turnover’ for
talented employees’ departure from the organisation (Keaveney, 1992; Park et al.,
1994; Johnson et al., 2000; Wallace and Gaylor, 2012). Literature tells that
talented employees have multiple characteristics, such as intelligence, team spirit,
ability to act proactively, social and negotiation skills. These characteristics are
seen as their main strengths to manage work stress and display courage to take

bold business decisions (Pepermans et al., 2003).
2.2.3 Unavoidable and Avoidable Turnover

Dysfunctional turnover can be avoidable and unavoidable (Loquercio et al., 2006;
Boles et al., 2012). According to the cited authors, in unavoidable turnover, the
reason lies outside the effective domain of the organisation. In this case, the
employer has little or sometimes no influence over employees’ turnover due to
events which are beyond the reach of the organisation, such as family move,
serious illness or death. However, avoidable turnover can be controlled if serious
and honest measures could be taken by the organisation (Abbasi and Hollman,
2000). Simply, in this form of turnover the reasons are fundamentally within the
reach of the employers and they may control it through discussions and
negotiations with the departing employees (Park et al., 1994). This implies that
organisations must try to resolve or eliminate employees’ organisation-related

problems in order to retain them.
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2.3 Employees’ Turnover Intentions

Employees’ turnover intentions is a measurement of employees’ conscious and
deliberate attempts to leave their jobs for another job inside or outside of the
organisation (Carmeli and Weisberg, 2006; Abii et al., 2013). Turnover intention,
like actual turnover, can be either voluntary or involuntary in nature; but in most
cases it refers to the voluntary intention of an individual to leave an organisation
for any reason. In rare cases, it can be involuntary in nature (Shaw et al., 1998).
Primarily, employees’ turnover intentions represent three main elements in the
process of withdrawal cognition, for instance, thoughts of quitting and intentions
to search for new jobs (Carmeli and Weisberg, 2006). Literature reveals that
voluntary turnover intention occurs when individuals perceive better opportunities
in the market than they have available in their current job status, position or
organisation. These opportunities could be higher pay, higher recognition for
work or a more convenient location to reach there. The said factors actually tempt
employees to leave their present job (Shaw et al., 1998). As well, there can be
personal and environmental factors why employees leave voluntarily, e.g.
relocation of spouse, redefined personal roles in the family, early retirement due
to illness, personal reasons or concerns regarding their employer, leadership and
employment issues (Maertz and Campion, 2004). According to Fishbein and
Ajzen (1974, p.369), “the best single predictor of an individual’s behaviour will
be a measure of his intention to perform that behaviour”.

Fishbein and Ajzen also infer that employee attitudes about job, management, co-
workers, supervisors and organisation encourage their behavioural predisposition
to stay in or leave the organisation. Information regarding this linkage offers a
valuable understanding to how and why individuals intend to stay or leave.
Literature suggests that turnover intention is the most immediate antecedent of
actual turnover (Mobley, 1977; Arnold and Feldman, 1982; Lee and Mowday,
1987; Chew et al., 2005). This is a reason why employers and organisational
managers usually reflect turnover intention as a more significant measure than the

actual turnover. In this regard, examination of the employees’ turnover intentions

2-26



provides an opportunity to organisations to initiate proactive measures in order to

reduce the rate of turnover (Lambert et al., 2001).

It is also supported in the literature that individuals initially develop tendencies of
turnover intentions before actual turnover (behaviour). Regarding this, Bluedorn’s
(1982) research of 23 turnover studies proved that employees’ turnover intentions
are harmonised with their actual turnover. Besides, Steel and Ovalle (1984)
reported a significant correlation of .50 between the employees’ turnover
intentions and actual turnover. In the widely cited turnover model developed by
Mobley et al. (1979), turnover intention is a connection that instantaneously heads
towards the actual turnover behaviour. Prior empirical studies fully support that
turnover intention is significantly related with voluntary turnover. As discussed
above, there can be several reasons why individuals intend to leave. Organisations
can have no control over some of such reasons, for example, family relocation,
retirement and desires to have family. However, some of these reasons are under
the control of the organisation, such as lack of development opportunities, no
appreciation for good work, salary not commensurate with the work requirements,
poor leadership and lucrative alternative opportunities in the market (Jardine and
Amig, 2001).

2.3.1 Talented Employees’ Turnover Intentions: Why is it important?

Individuals with high potential to accomplish the managerial role within the
organisation are recognised by their senior management as talented (Dries and
Pepermans, 2008; Kyndt et al., 2009). From the review of literature, it has been
identified that talented individuals are expected to become prospective leaders as
they possess several essential features such as inventiveness, self-sufficiency,
being able to cope with stress and working for long time. Consequently, it would
be good for organisations to spend heavily on the retention of such employees
rather than on the retention of poor and average performing employees (Shaw et
al., 2009).

As argued earlier, talented personnel departure is highly damaging to the

organisation in a number of ways. It reduces organisational productivity and
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profitability. It increases direct costs such as recruitment, selection, training and
development of new employees. It also increases indirect costs which basically
affect remaining employees’ morale and determination to continue their
association with the organisation (Buck and Watson, 2002; Blake, 2006).
Specifically, if organisations want to be successful in this era of fierce
competition they desperately need to retain their top performers to remain alive
and effective in the market (Lepak and Snell, 1999; Cappelli, 2008; Kwon, 2009).
In such a case, if such employees are not retained then it would badly affect the
organisation’s worth in the market (Mobley, 1982; Hollenbeck and Williams,
1986; Cascio, 2006).

By looking at the ferocious world-wide competition, the importance of retaining
good performers seems to be a better approach for contemporary organisations to
minimise the likely threat of information transfer to competing organisations
(Cappelli, 2000; Mitchell et al., 2001; Griffeth and Hom, 2001). It has also been
noticed that contemporary organisations nowadays are greatly concerned about
the departure of talented employees, as their departure leaves a significant
negative impact on the organisational performance on the one hand and the
disgruntled morale of the remaining employees on the other hand (Buck and
Watson, 2002). Hence, it is fair to say that their departure delivers a double blow,
I.e. loss of competitive advantage, and incurring costs of recruitment, training and
other processes on the new entrants (Ramlall, 2003). Also, the time spent on these
processes is eventually time taken away from one’s own duties at the workplace
(Buck and Watson, 2002).

Researchers also believe that retention and development of talented individuals is
of supreme importance in terms of an organisation’s human resource management
strategy (Dibble, 1999; Sohail et al., 2011). Some organisations have their own
strategic policies in place to respond to the world-wide competition which is
raging presently to retain a talented workforce (Kidwell, 2011). Dibble (1999, p.3)
further states that, *“if you think that it is hard to retain your employees now, be

aware that in the future it will be worse™.
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Furthermore, Dibble determined that organisations are not only supposed to focus
their attention on star performers but also on those who have potential to become

star performer in the days to come.

Organisations world-wide are finding it difficult to handle their important human
resources due to globalisation and free trade (Taylor et al., 1996; Tarique and
Schuler, 2010). This compels them to think seriously over the retention of talented
staff who play a significant role in the success of an organisation (Allen, 2008). It
is witnessed that retention of such employees reduces organisational costs
(Abelson and Baysinger, 1984; Tziner and Birati, 1996), and increases an
organisation’s productivity (Huselid, 1995; Guthrie, 2001), profitability (Chew et
al., 2005), innovation, serviceability, implementation of new programmes (Abbasi
and Hollman, 2000; Samuel and Chipunza, 2009), overall effectiveness (Shaw et
al., 2005) and more importantly, the morale of remaining staff (Tziner and Birati,
1996; Babatunde and Laoye, 2011). Thus, it is important for organisations to

retain top-notch performers to maintain their competitive edge in the market.

Given the high costs of talented workforce turnover, it is worth stating that it
negatively affects overall organisational performance (Tarique and Schuler,
2010). Not only this, but unmanaged quit rates of such employees also disrupt the
social and communication structures and subsequently diminish the commitment
among the stayers (Mobley, 1982; Bergiel et al., 2009). Hence, it is important to
know that the above-listed factors can drastically influence the organisation’s
ability to survive and flourish further. Literature illustrates that turnover is costly
and damaging to organisations, particularly when their best performers leave jobs
and get hired by other competitors (Trevor et al., 1997; Buck and Watson, 2002).
Buck and Watson also establish the fact that when talented employees quit,
organisations have to bear bigger replacement, training and development and
other associated costs. It also causes diminished productivity, inefficient

operations and disturbed customer relationships.

It is highly likely that leaving employees may reveal some important information
which is in their heads to new employers which could become harmful for the

2-29



organisations they left (Mitchell et al., 2001). According to Kwon (2009), good
performers are always given better access to the organisation’s resources and
records. This access to resources or projects (completed and underway) could be
detrimental for former organisations, if this whole set is revealed to their
contenders. Kwon (ibid.) further demonstrates that good performers know about
the organisation’s strengths, weaknesses, products and processes and it is possible
that they may disclose this information to their joining organisation and that can
negatively impact on the leaving organisation’s performance. Moreover, it is in
the literature that 20% of organisations across the world deliberately target the star
performers of their rivals to work for them, in order to have an edge in the market
(Gardner, 2005). Hence, it is proposed that organisations should seek to retain

their core employees to survive in this environment of tough competition.

To sum up the above detailed discussion, the assessment of the costs associated
with talented individuals’ turnover leads the organisation to consider the
additional costs, i.e. advertising fees, recruiter expenses, decision-making time for
management on both new and departed employees, selection, training and
development, vanished productivity, reduced transactions, reduced employee
morale and disgruntled customer relationships (Buck and Watson, 2002). Faced
with this difficult situation, organisations need to invest in the retention of their

talented employees to avoid failure and permanent exit from the market.
2.3.2 Costs Associated with Talented Individuals Turnover Intentions

To determine whether turnover is good or bad for organisations, researchers and
practitioners have been debating it over the years, but they have not yet found a
certain answer to it (Morrell et al., 2001). Indeed, there are mixed messages in the
literature on this issue. Some researchers support the old conviction that turnover
is inherently bad for organisations (March and Simon, 1958; Mobley, 1982).
However, other researchers view that turnover is not bad at all, because every
employee does not contribute equally to the success of organisation (Dalton et al.,
1982; Campion, 1991; Morrell et al., 2001).
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For the organisation, understanding the multiple direct and indirect costs
associated with talented employees’ turnover intentions is important, particularly
in this environment of high competition (Staw, 1980; Cascio, 2006). Existing
research in this regard has argued that such employees’ turnover negatively affects
organisational performance and it also puts high direct and indirect costs on the
employee replacements, socialisation of the new appointees and in addition, it
decreases employee morale as well (Mobley, 1982; Hollenbeck and Williams,
1986; Cascio, 2006).

2.3.2.1 Direct Costs of Turnover

Due to the current fierce competition, organisations globally endeavour to
consistently review and heighten their efficiency levels in order to sustain
themselves against competitive pressures. Thus, reducing operational costs and
increasing cash flow would be the more suitable strategy for contemporary
organisations to face the threats of survival in the current competitive
environment (Tziner and Birati, 1996). For that, focused attention needs to be
given to the issue of talented employees’ turnover, because their departure
increases both direct and indirect costs to organisation (Williams and Livingstone,
1994, Pfeffer, 2005; Khilji and Wang, 2007; Allen, 2008).

Price (1977) and Abelson and Baysinger (1984) have also pointed out that the loss
of talented employees actually impedes organisational effectiveness measured in
terms of long-run financial performance, organisational survival and various
turnover costs. According to Kwon (2009), direct costs during the process of, for
example, advertising, search for replacements, pursuit, relocations expenses, sign-
on bonuses, time spent on interviewing, orientation, productivity, confidence and
customer satisfaction and importantly, work put on hold during the whole process
relentlessly affect the organisation’s effectiveness and usefulness.

Additionally, the survey by Bernthal and Wellins (2003) revealed that more than
one-third of the HR professionals they surveyed recognised the importance of
retention of employees, particularly the talented ones. According to the views of
participant-professionals, turnover of talented employees bears more costs than
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the turnover of poor-performing employees. The organisations this study surveyed
or interviewed were facing higher direct costs because of lack of formal policy to

address the issue of employees’ turnover.

2.3.2.2 Indirect Costs: Demoralisation of Remaining Employees

Too much employees’ turnover affects the morale of the remaining staff and these
costs can severely affect the organisation’s ability to grow further (Kwon, 2009).
Mostly, the demoralisation concept refers to the influence of turnover on the
attitudes of remaining employees (Staw, 1980). The turnover of existing
employees for alternative positions in an external environment actually provokes
reflective sentiments among remaining employees to leave the organisation. So, it
can be claimed that turnover can cause more turnover because it undermines and

hence demoralises remaining employees’ attitudes.

Staw (1980) further mentioned that perceived reasons of leaving are essential
factors for demoralisation of the remaining individuals of the organisation. If the
reason for leaving is non-organisational in nature, such as family problems or
location change, then the feeling of demoralisation among the remaining
employees would be less or zero. But when the reason is on the organisational
level, such as lack of training, less pay and fewer promotion opportunities, then it

would definitely lead to employee demoralisation:

If those who leave are members of a cohesive work group or possess
high social status among the organisational membership, then turnover
will likely lead to greater demoralization (Staw, 1980, p.257).

With respect to both direct and indirect costs, it becomes a highly important
objective for modern-day organisations to retain their talented workforce to
survive (Hiltrop, 1999; Tarique and Schuler, 2010).
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2.4 Reference Theories Explaining the Relationship among HRMPs, OC
and FLMs’ Turnover Intentions

The relationship among HRMPs, organisational commitment and turnover
intentions has been derived from the set of different theories; there is a call for
examining the supporting theories in the said areas. Existing studies in the
domains have progressed from plain illustration of different theories to more
complex appraisal and examination to conclude the relationships among the
factors more efficiently. This study has used following theories as theoretical
lenses in order to examine the proposed research model. Notably, social exchange
theory (SET) is used as main lens; whereas, organisational support theory (OST)
and ability, motivation and opportunity (AMO) theories are used as a secondary

lens to operationalise and understand the relationship between the study

constructs.
Social Exchange Theory
(SET
Reference Theories Organisational Support
Explaining the Relationship Theory (OST)

between the HRMPs, OC and
Turnover Intentions

Ability Motivation and
Opportunity Theory (AMO)

Figure 2.2: Reference theories

2.4.1 Social Exchange Theory (SET)

SET is based on the idea that individuals’ economic and social behaviour is the
result of an exchange process (Blau, 1964; Eisenberger et al., 2002). The main
purpose of this exchange process is to maximise the benefits and minimise the
costs (Agarwala, 2003). Broadly speaking, SET is mostly used to predict the
interactions and exchanges between the parties, leading toward the sustained
relationships (Homans, 1961). According to Homans (1961, p. 12), ‘The exchange
can be understood in terms of material and non-material goods such as the
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symbols of approval or prestige’. Literature suggests that researchers heavily rely
upon the SET perspective in their examination of the relationship between the
parties, including employees and employers (Snape and Redman, 2010). This is
because with everything, the SET has its outcome like satisfaction and
dependence of the relationships (Farrell and Rusbult, 1981; Ogilvie, 1986; Shaw
et al., 2009). Thus, both parties are required to take responsibility and depend on

each other for the organisational progress.

SET has become one of the most ambitious social, in particular, socio-
psychological theories on the ground that human behaviour is an exchange of
rewards between the parties (Homans, 1961). According to this theory,
individuals consider potential rewards as risks of the social interactions. Blau
(1964) suggests that the exchange relationship between the two parties frequently
goes beyond the economic exchange and it is believed that it contains social
exchange perspective as well (Snape and Redman, 2010). Accordingly, many
studies in this regard argue that employer and employee exchange is not only on
the impersonal resources such as money, but also socio-emotional resources such

as respect, recognition and support from the organisation.

Existing literature also advocates that SET is basically constructed to offer
understanding into social interface and possible exchange of benefits between
those involved with the social interface. The central methodology of this theory is
based on self-interest, which means that people are generally motivated through
the expected benefits they receive (Cropanzano and Mitchell, 2005). Particularly,
the expectation of receiving benefits is similar between social and economic
exchanges. Mostly, economic exchanges are generally considered as short-term
exchanges on the ground that benefit is paid prior or immediately after the

transaction has been made.

On the other hand, social exchanges are developed around the notion of
individuals trusting that other members involved in this exchange could
reciprocate the behaviour. Social exchanges when compared to economic

exchanges are normally considered as long-term, reason being reciprocation is not
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guaranteed and can take place at any time in the future. Prior studies also suggest
that social exchange relationships are quite essential for the contemporary
organisations, as employees who enter into such relationships with their
employing organisation are more committed. On the contrary, economic
exchanges are associated with pay and benefit schemes which are referred as
negotiated exchanges and are considered to be less risky (Allen et al., 2003;
Cropanzano and Mitchell, 2005). Failure to reciprocate both sorts of exchanges
could lead to unsettled expectations on the part of the giver, which consequently
impacts on the quality of the relationship (Gouldner, 1960; Blau, 1964).

Prior literature also suggests that employment relationships can be conceptualised
as consisting of both economic and social exchanges (Vandenberghe and
Tremblay, 2008; Budhwar and Debrah, 2001). The former exchange process is
mainly based on contractual arrangements, necessitating the performance of
specific contractual commitments with no expectation of performance beyond the
contract terms. On the other hand, the later involves ‘imperfectly specified terms’
(Snape & Redman 2010, p. 1224). Explicitly, both types of exchanges are based
on the norm of reciprocity. This suggests that employees feel obligated to give
back to those who have given to them (Tzafrir et al., 2004). The social exchange
theory (Blau, 1964) recommends that when employees perceive fairness in the
way they are treated by their employers, they will reciprocate in a similar way
(Kwon, 2009).

Literature in this regard reveals that HRMPs can be viewed as an important input
into social and economic exchange processes (Snape and Redman, 2010). Many
researchers also consider that HRMPs are the main means through which
employees’ perceptions, attitudes and behaviours are shaped (Buck and Watson,
2002; Collins and Clark, 2003; Haines et al., 2010). The use of skills and
motivation-enhancing bundles by an organisation can actually establish that the
organisation is committed to its employees and is concerned about their
wellbeing, development and also wishes to invest in them (Kwon, 2009; Shaw et
al., 2009). Provision of HRMPs such as training and development, performance
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appraisals, pay for performance and employee involvement in decision making

processes give clear message to individuals that organisation is valuing them.

The provision of attractive HRMPs basically signals that organisation seeks to
build a social exchange relationship with its workforce (Snape and Redman,
2010). According to the norm of reciprocity, individuals will thereafter
reciprocate in positive ways by displaying positive attitudes such as, improved
organisational commitment and staying decisions, which ultimately benefit the
organisation at large (Allen et al., 2003). Using SET, this study proposes that
skills and motivation-enhancing practices can influence FLMs’ organisational

commitment and turnover intentions.

There appears to be a lack of empirical research which has used SET as a
framework for examining the impact of social and economic factors (selected
HRMPs) on talented employees’ commitment and turnover intentions.
Nonetheless, there are limited studies that will be momentarily discussed. For
instance, Haines et al. (2010) studied the impact of HRMPs on employee
voluntary turnover rates. More recently, Sanders and Shipton (2012) proposed that
SET can be used as a framework for examining the relationship between
transformational leadership and employee turnover behaviour. Shih and Susanto
(2011) also identified the moderating effect of perceived distributive justice with
the relationship between conflict with co-workers and turnover intentions. These
studies in general provide a clear support for the use of SET framework for
examining talented FLMSs’ turnover intentions. However, gaps still remain in
understanding of how social and economic exchange relationships influence

commitment and turnover intentions, particularly for frontline managers.

This research mainly aims to contribute to SET from two perspectives. The first
contribution offers an insight into the use of SET as a main framework for
examining the organisational commitment and turnover intentions of talented
FLMs. Whereas, the second contribution is resulting from the use of the
distinctive combination of social and economic exchange factors for analysing

both organisational commitment and turnover intentions. Precisely, this study uses
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a unique combination of social and economic exchange factors and
simultaneously (using structural equation modelling) it investigates the impact of
such factors on the overall organisational commitment and turnover intentions of
the talented FLMs.

2.4.2 Organisational Support Theory (OST)

OST suggests that ‘employees evidently believe that the organization has a
general positive or negative orientation towards them that encompasses both
recognition of their contributions and concern for their welfare’ (Eisenberger et
al., 2002). According to Eisenberger and colleagues, this theory is an essential
part of the social exchange relationship between the employers and the employees
as it proposes, what organisation has done for the employees. Similar to SET, this
theory also pays attention to the norm of reciprocity, advocating that employees
who receive favourable treatment in form of HRMPs from their organisations
such as pay, promotion and recognition feel obliged and in reciprocation they care
about the organisations’ benefits and goals (Eisenberger et al., 1986). This feeling
improves their overall organisational commitment and performance on the one
hand. This also decreases their withdrawal behaviours such as, absenteeism and
turnover (Allen et al., 2003). Since, reciprocity concept is already considered
important for this study; this theory is explained to support the use of reciprocity

in the present study.

Moreover, the norm of reciprocity and the concept of organisational support
theory are mainly used to design the psychological processes underlying the
individuals’ attitudes and behaviours in the organisation (Allen et al., 2003). The
concept of OST in terms of suitable HRMPs suggest that organisations value their
employees’ contributions and care about their wellbeing which describe the social
exchange relationship between the two parties (Eisenberger et al., 1986, 2002).
They further argued that employees who perceive suitable HRMPs or HRM
bundles are more likely to reciprocate the organisation with positive attitudes:
increased commitment with the organisation and resultantly positive work
behaviours. The interaction between the parties usually entails that all
relationships are formed by using subjective reward-cost analysis and the
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comparison of alternatives. Simply, it denotes, if someone burns much of his/her
energies will expect to get at least the same amount of return from the employer.
If this is not the case then individuals will abandon the relationship as soon as the
costs outweigh the benefits (Tzafrir et al., 2004; Kwon, 2009).

The greater practicability of OST is based on the assumption that individuals
identify one’s life situations and notice each one’s needs and wants (Eisenberger
et al., 2002). This also refers to the principal of Gouldner’s reciprocity concept, in
which privileges granted by one party are returned by the other party (Blau and
Boal, 1987). So, the interaction between the parties must be noticed resolutely in
order to better comprehend the concept of reciprocity. From the perspective of
this theory, it can be argued that when organisations provide their employees in
particular talented ones’ better HRMPs they stay in the organisation and vice
versa. It is also an underlying fact that at the start of career, employees may accept
lower pay with this hope to get higher pay in future and in case if they are not paid
accordingly they may quit and join competing organisations (Shaw and Gupta,
2007).

2.4.3 Ability Motivation and Opportunity Theory (AMO)

AMO theory is one of the key theories which can help in explaining the
relationship between HRMPs and employees’ attitudinal and behavioural
outcomes in organisations (Appelbaum et al., 2000). This theory envisages that
managers can only improve employee-related outcomes by positively influencing
their ability (A) to perform, motivation (M) to perform, and opportunity (O) to
perform (Boxall and Purcell, 2000). According to this theory, organisational-
related outcomes are the function of employees’ ability, motivation and
opportunity to participate. Employees tend to perform well in a job when they
possess the knowledge and skills required to perform that job (abilities); they are
sufficiently interested and incentivised to do that job (motivation); and when their
work setting supplies the required support and avenues for expression

(opportunity) (Boxall and Purcell, 2000).
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According to Boxall and Purcell (2000), the AMO theory variables are
significantly affected by organisational HRMPs. However, Appelbaum et al.
(2000) suggested that specific HRMPs play a major role in enhancing employee
abilities, motivation and opportunity to participate. HRMPs such as selection, and
training and development are seen as enhancing employees’ skills and abilities,
whereas pay for performance, recognition and job security are assumed to
enhance employees’ motivation. Merit-based promotions and involvement in
decision making are regarded as being fundamental in promoting opportunities to
participate and contribute discretionary effort (Appelbaum et al., 2000).

Bailey’s (1993) put forward a framework of high performance work practices
(HPWPs) which is considered to enhance individuals’ ability, motivation and
opportunity to participate. AMO are generally thought to contribute to employee
discretionary effort, which is deemed to constitute the basis for organisational
efficiency and effectiveness. Consequently, management may use appropriate
HRMPs which can positively influence employee attitudes and behaviours. These
attitudes and behaviours in turn will have a positive influence on organisational
performance (Boon et al., 2011). On the basis of the AMO theory, this study
proposes that skills and motivation-enhancing practices are positively related to

FLMs organisational commitment and stay decisions.

It is generally believed that SET, OST and AMO theories are somehow related to
each other. An organisation’s attempt to enhance its employees’ abilities,
motivation and opportunity to participate conveys message to employees about
the extent to which the organisation values them and shows that the organisation
is seeking to build a social exchange relationship with them. Employees in turn
reciprocate by displaying positive attitudes and behaviours. As mentioned in
above sections; HRMPs can satisfy the individuals’ basic needs within
organisational settings. Organisational efforts to satisfy the basic psychological
needs of employees also demonstrate that organisation is committed to its
employees and is concerned about their development and wishes to build an
exchange relationship with them. Thus, it can be concluded that SET, OST and

AMO theories are related to each other.
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Alongside some strong points of above theories, there are some limitations in
applying these theories to employees’ turnover intentions. It is discussed in the
literature that when employees make certain decisions regarding their
employment, they are seldom completely balanced. In fact, they frequently make
decisions after showing selective and often random searches for information,
rather than after gaining all the facts that are relevant and weighing up the
positives and the negatives (Boxall et al., 2003). For instance, job satisfaction
(Hulin, 1968; Mobley, 1977; Lambert et al., 2001) and organisational
commitment (Porter et al., 1974; Mitchell et al., 2001; Vandenberghe and
Tremblay, 2008) and job involvement (Blau and Boal, 1987; Huselid and Day,
1991; Stiglbauer et al., 2012) have been identified as driving factors of turnover
intentions. Hence, for employees the process of deciding to stay or leave the
organisation or job is complicated and affected by a varied range of internal and

external factors, making it hard to simply apply any theoretical framework.

In summary, such theories have influenced the direction, hypotheses and research
questions of this study. They have proven to be important to the analyses of
talented FLMs’ turnover, particularly through identifying the organisational
factors (HRMPs), which influence talented employees’ perceptions about their
work, organisation and community. In fact, these factors leave effects on the

individuals’ organisational commitment and intentions to stay or leave.
2.5 Antecedents of Individuals Turnover Intentions

Turnover research has received major attention of researchers and as a result,
thousands of articles are produced on this subject (Wallace and Gaylor, 2012).
The majority of turnover models and theories have been developed in the Western
world and many of the models have been tested by later researchers in different
countries of the world, wherein they found different antecedents of employees’
turnover (Porter et al., 1974; Mobley, 1982; Griffeth et al., 2000). The existing
body of literature has established that antecedents of turnover are more varied and
not consistent with its outcomes, such as costs, performance, productivity and
profitability (Farrell and Rusbult, 1981; Carmeli and Weisberg, 2006; Al-Arkoubi
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et al., 2013). These inconsistencies essentially stem from several ways in which
employees’ turnover has been defined and operationalised (Carmeli and
Weisberg, 2006).

The lack of consistency in the predictors of employee turnover is mainly due to
the poorly identified conceptual models from which these factors have been
derived. This is why it is difficult for researchers and practitioners to associate the
findings of one study with the findings of another one. Literature in this regard
purports that there are many demographic (Porter and Steers, 1973; Mobley et al.,
1979); individual (Abii et al., 2013); environmental (Park et al., 1994; Boxall et
al., 2003); and organisational factors which influence employees’ turnover
(Combs et al., 2006; Kyndt et al., 2009). These factors are discussed below.

2.5.1 Personal Factors

Employees’ demographic factors are the most commonly used variables in
relation to employees’ turnover intentions as well as actual turnover, while some
studies have delineated inconsistent results about this relationship (Mathieu and
Zajac, 1990). Prior studies have outlined that personal variables, such as age,
gender, work experience and education, play a significant role in influencing
employees’ turnover intentions. Mentioned personal factors often account for
significant variance in employees’ turnover intentions and withdrawal behaviours
(Porter and Steers, 1973; Price, 1977; Mobley et al., 1979), while some
researchers have not found a significant relationship between demographic

variables and employee turnover intentions (Williams and Hazer, 1986).

Prior studies have claimed that age is negatively associated with employees’
turnover intentions (Porter and Steers, 1973; Lee and Mowday, 1987; Phillips et
al., 1989). Moreover, Karsh et al. (2005) conducted a study and found that unlike
younger employees, older employees showed their higher continuance
commitment and with a difficulty to quit the organisation due to factors such as
financial obligations towards their family, organisation and other related things.
Khilji and Wang (2007) confirmed that younger bank managers were more likely
to quit than older employees as they have had the most repetitive jobs, no

2-41



participation in the decision-making processes, had fewer friends at the
workplace, meagre pay and importantly, no fear of job change. Contrastingly,
Sager and Johnson (1989) claimed that age was unrelated to older employees’
organisational commitment as they have reached the plateau of their careers;
subsequently, they become less committed to stay in the job or organisation when

compared to younger employees.

Various studies have also found a weak and inconsistent relationship between
gender and turnover intentions (Miller and Wheeler, 1992; Griffeth et al., 2000).
Cotton and Tuttle (1986) in their meta-analysis found a significant relationship
between gender—turnover relationships. Moreover, Miller and Wheeler (1992)
observed that female managers’ turnover rates surpass the male turnover rates.
According to them, the increased female managers’ turnover was mainly due to
psychological and behavioural factors which suggested that work-related factors
may contribute to their higher turnover rates. They also argued that gender
differences could vanish when managers’ job satisfaction is controlled from two
perspectives, i.e. meaningful work and promotion-related opportunities at the
workplace. Since female managers have had to overcome more obstacles to
accomplish their positions, they may place greater value on their organisations

and jobs than do their male colleagues.

Regarding experience—turnover relationships, a weak relationship has been found
between the said factors (Gaertner and Nollen, 1989; Bloom et al., 1992). Mathieu
and Zajac (1990) described that a relationship usually develops when an employee
has spent some time with the organisation and developed some investments which
are truly the deciding factors as whether to continue with the organisation or to
leave. Bloom et al. (1992) conducted a study on hospital nurses in the USA and
found that nurses who have had extended work experience were less committed to
the organisation, hence their inclination toward leaving the organisation was
higher compared to nascent nurses. Similarly, Lew (2009) found that senior
employees in Malaysia actively sought greater employment opportunities, thus
higher turnover rate, whereas the less experienced employees tended to reveal

higher degrees of OC and reduced turnover intentions.
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Employee’s educational level has also been documented as an influencing factor
in deciding to stay in or leave the organisation. Literature discloses that highly
educated employees seem likely to stay in the organisation, mainly for reasons
such as job satisfaction rather than external factors and the reverse was true for the
less-educated employees (Ogilvie, 1986). It is also noted that employees with a
higher education reported higher levels of work diligence (Strauser et al., 2002).
This is not surprising, when we reflect that completion of higher education creates
determination among the employees to stay in the organisation. Nevertheless,
Khilji and Wang (2007) in their study on Pakistani organisations including private
banks found higher education is positively related to the bank employees’
turnover intentions. Previously, Price (1977) demonstrated a weak positive
relationship between the employees’ education and turnover intentions. However
Mobley et al. (1979) found mixed results for the said relationship. As the FLMs’
positions in banks require formal education, at minimum a bachelor’s degree in
business, commerce and economics (Ansari, 2011), education was expected to

relate FLMSs’ turnover intentions.
2.5.2 Individual-Related Factors Affecting Turnover Intentions

Individual factors refer to the employee’s psychological processes and behaviour,
like job expectations, job orientation, job satisfaction, organisational commitment
and job involvement (Armstrong, 2006). Price’s (2000) conceptualisation of
employee turnover indeed deals with factors which influence their own emotions,
attitudes and perceptions. Over the years, studies have found a large number of
individual factors that affect employees’ turnover intentions, among them, job
satisfaction, organisational commitment and job involvement are reported as the
main attitudinal variables of employee turnover intentions (Hom and Griffeth,
1995; Griffeth et al., 2000; Mitchell et al., 2001). A brief discussion of these

variables is outlined below.

According to Balogun and Olowodunoye (2012), low job satisfaction leads
Nigerian bank managers towards a higher degree of turnover intentions. Similarly,
Williams and Hazer (1986) and Buck and Watson (2002) have also demonstrated
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that low job satisfaction positively impacts employees’ turnover intentions. Their
key finding was that OC has a higher influence on employees’ turnover intentions
than job satisfaction. Also, Hulin (1968) found that by increasing the level of
employee’s job satisfaction he became able to lessen the turnover rate among the
employees from 30% to 12%. The seminal work of March and Simon (1958)
looked at the factors of turnover and consequently demonstrated that employees’
turnover decisions are mostly influenced by the desirability of movement from the

present position and the ease of movement to another position.

Mobley’s (1977) turnover model took a closer look at the intermediate linkages
that connect individual factors such as job satisfaction and OC with the
employees’ turnover decisions. Mobley also found that job dissatisfaction leads to
the individual thinking to quit, which in turn, leads to the intention to search for
alternatives and eventually to turnover intentions and actual turnover. The model
presented by Mobley describes the basic expression of the individual decisions to
leave the job. This model was restricted to individual factors and ignored other
factors that could influence employees’ turnover. So, it can be inferred that it is
not necessary that employees may go through each step in a similar way as

proposed by him before leaving an organisation.

There may be some other factors, e.g. organisational HRMPs, which may compel
employees to quit the organisation (Mitchell et al., 2001). Later on, Mobley et al.
(1979) reviewed their previous turnover model (discussed above) and extended
this to include various intermediate linkages among the variables which are
clearly external to the individuals and may affect the employees’ turnover
intentions. These external variables could be labour market issues, e.g.
unemployment rates, and organisational issues, e.g. HRMPs and work conditions.
Mobley et al. also agreed that there are some other factors apart from individual

factors which can influence employee turnover intentions.

In addition to job satisfaction, OC is also conceded as an important individual-
related antecedent of turnover intentions. Regarding this, numerous prior

investigations have reported a negative relationship between the two (Williams
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and Hazer, 1986; Meyer and Allen, 1991). The cited studies have recognised that
a combination of nurturing activities would surely increase the interest of an
employee in the organisation, and hence, enhance their level of commitment. For
instance, employees who demonstrate elevated job-nurturing interest are generally
least inclined to quit as they are committed to the organisation and have a freedom

while working/involving them at the workplace.

Blau and Boal (1987) revealed that the link between employees” OC and turnover
goes well beyond the major effects of gender, marital status, interest, tenure and
job involvement. However, the direct association between OC and turnover has
been brought to the attention on numerous occasions and it has been found that
individuals who are truly committed to jobs stay in the organisation (Mowday et
al., 1979). On the antagonistic, if employees’ level of commitment to the
organisation is low then there would be a mounting rate of their turnover
intentions (Mathieu and Zajac, 1990). Literature in the domain has identified
various factors that help organisations in retaining their employees. OC is one of
them, as it has been frequently reported as the strongest predictor of employees’
turnover intention (Meyer and Allen, 1997; Wallace and Gaylor, 2012).

Meyer and Allen (1991) have identified three main forms of OC, i.e. continuance,
affective and normative commitment. Authors found that affective commitment
significantly contributes to individuals® turnover intentions. Overall, all these
forms of OC explain employees’ attachment (strength and nature of response)
with the organisations, as they ascertain its goals and values (Porter et al., 1974;
Addae et al., 2008). Fisher (2002) found that employees’ negative affective
attachment responses were positively associated to employees’ turnover intentions
and vice-versa. Prior studies reveal that deficiency of OC not only affects
employees’ turnover but it also leaves negative effects on organisational
performance (Chew et al., 2005; Shukla et al., 2013). This recommends that
employers need to pay focused attention on the ways and means to increase

employees’ commitment with organisation and to reduce their turnover intentions.
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Recently, researchers have found some other individual-level antecedents of
employees’ turnover intentions, e.g. job-embeddedness (Mitchell et al., 2001,
Felps et al., 2009; Bergiel et al., 2009). According to these researchers, it
explicated a substantial incremental variance in employees’ turnover intentions
beyond that elucidated by the job satisfaction and job search. In fact, this
individual attitude develops a web in which employees are mostly caught in the
organisation. According to Mitchell et al. (2001), there are three main dimensions
of job-embeddedness, namely, relations with other people and groups; self-
perceptions of job fit and organisation fit and the final dimension is perceived
sacrifice linked with changing their current jobs. Mitchell et al. stated that all
these dimensions cause employees embedded with their jobs to stay in the

organisation.

In addition to the above main attitudinal antecedents, there are several other
antecedents which can also influence employee turnover intentions, e.g. person-
organisation fit (OReilly I1I et al., 1991), job alternatives (Maertz and Campion,
1998), ease of movement (March and Simon, 1958), task-related abilities
(Jackofsky, 1984), and job autonomy, organisational justice, promotional chances,
pay and social support (Kim et al., 1996). As discussed in Section 1.1 talented
FLMs have different features from the non-managerial employees. Thus, their
requisites would be different. As argued before, prior studies have only focused
on the non-managerial employees but this study highlights the effects of the
individual- and organisational-related factors on talented FLMSs’ turnover

intentions.
2.5.3 Organisational-Level Factors Influencing Turnover Intentions

It is true that HRM fundamentally deals with the designing of organisational
systems to confirm that an individual’s talent and potential is used efficiently and
effectively for the attainment of organisational underlying objectives (Mathis and
Jackson, 2004). According to Armstrong (2006), HRM largely aims to ensure that
the organisation obtains and retains their skilful workforce and properly cares
about their development, organisation’s learning processes, improves the reward
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management systems and creates a favourable environment in which performance
and cordial relations can be continued through the partnership between employers
and employees. Armstrong further purported that employees should be treated as
capital rather than liability. Hence, organisations need to ensure that all HRM
systems are put in practice in accordance with the organisational aims and

objectives.

The burgeoning body of literature has acknowledged a significant amount of
research on organisational factors, e.g. HRMPs which influence individuals’
turnover intentions. Examples of these practices are: lack of supervision, rewards
and recognition, tenure, skills, job prestige and promotional opportunities in the
organisation (Buck and Watson, 2002; Boxall et al., 2003; Herdman, 2008b).
Generally, HRMPs are considered as organisational actions that underpin the
employees’ values and beliefs with the organisation (Delery and Doty, 1996). In
addition, organisational HRMPs provide an explanation of organisational

performance variability when not appropriately used (Lepak and Snell, 1999).

Many academicians have identified that favourable HRMPs play a significant role
in retaining talented individuals in the workspace (Shaw et al., 2009; Bryant and
Allen, 2013). Thus, organisations must try to use a variety of suitable HRMPs to
retain the top performers in a bid to have quality work, better financial
performance and importantly, reduced turnover (Delaney and Huselid, 1996;
Allen et al., 2010; Haines et al., 2010). Allen et al. (2003) revealed that
individuals’ perceptions of supportive HRMPs (decision-making, career
development and fair rewards) were significantly and negatively related to
turnover among the sales persons and insurance agents of US departmental stores.
Moreover, Guthrie (2001) established that high-involvement HRMPs, i.e.
performance-based pay, internal promotions, training, participation and
information sharing, had a negative impact on employees’ turnover decisions and

organisational productivity in New Zealand private organisations.

Arthur (1994) illustrated that high commitment HRMPs, namely recruitment,
career development and merit-based promotions were helpful in predicting the
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dissimilarities in turnover and performance of steel minimills employees. He
further acknowledged that the above-mentioned practices increase employee
commitment to the organisation. Likewise, Huselid (1995) conducted a study on
around a thousand different organisations and found that lack of high-performance
HRMPs, such as recruitment and selection, rewards, performance management
systems and training, has a significant impact on employee turnover and more
importantly, on organisational performance. Pare and Tremblay (2007) found that
recognition and skills development practices are significantly and negatively
related to skilled employees’ turnover intentions, but information-sharing and fair
reward practices to a lesser extent are negatively related to the turnover intentions

of skilled IT managers in the Canadian Information Processing Society.

Shaw et al. (2009) in their longitudinal study found that HR inducement practices,
including pay, training, job security and procedural justice were negatively related
with good and poor performers’ turnover. Whereas, HR expectation-enhancing
practices such as pay for performance, monitoring and performance appraisals
were negatively related to good performers’ turnover and positive with the poor
performers in the US trucking industry.

Park et al. (1994) scrutinised that environmental and organisational factors affect
both good and poor performers’ turnover. Their study concluded that poor
performer’s turnover was negatively related to levels of pay and unemployment
and their turnover was positively related to organisational focus on individual
incentive programmes. As opposed to them, good performers’ turnover was not
significantly related to pay and their turnover was found to be negatively related
to the presence of unions and positively related to group incentive programmes.
Surprisingly, low performing managers’ turnover was not significantly related to

any of these variables.

Park and colleagues further report that poor performers’ turnover decreases as pay
increases. It is because if pay is high for them relative to other organisations then
they are less likely to leave. It was also found that poor performing managers’

turnover was positively related to individual incentive programmes which likely
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occur because they receive lower pay than the high performing managers and thus
tend to quit. In contrast, that the good performers’ turnover was positively related
to group incentive programmes most likely occurs as they would likely receive
lower pay than they would with individual incentive programmes and thus are
very inclined to quit the organisation for better paying jobs. Table 2.2 summarises
the widely used terminologies for HRMPs in the HRM literature.

Table 2.2: Different terms used for HRMPs

Terms used for HRM practices Authors

Huselid, 1995; Gould-Williams, 2011;

High-performance HRMPs Kehoe and Wright, 2013

Appelbaum et al., 2000; Macky and

High-performance work systems Boxall, 2007: Boon et al., 2011

Guthrie, 2001; Wager, 2003; Pare and

High-involvement HRMPs Tremblay, 2007

HRM inducement/investment and

) . . Shaw et al., 2009
expectation enhancing practices

Arthur, 1994; Agarwala, 2003; Gould-

High-commitment HRMPs Williams et al.. 2013

Consistent with the above studies, it is proposed that banks should adopt skills-
and motivation-enhancing practices to retain their top-notch employees, e.g.
FLMs. These practices include training (Bassi and Buren, 1999; Hiltrop, 1999;
Agarwal and Ferratt, 1999), development (Kyndt et al., 2009; Sohail et al., 2011;
Bryant and Allen, 2013), pay (Trevor et al., 1997; Abbasi and Hollman, 2000;
Kim, 2012), promotion (Gaertner and Nollen, 1989; Park et al., 1994; Pfeffer,
1998; Kim, 2012), job security (Arnold and Feldman, 1982; Delery and Doty,
1996; Parnell and Crandall, 2003), and recognition practices (Urichuk, 1999;
Abbasi and Hollman, 2000; Chew, 2004; Kyndt et al., 2009), which could
negatively influence the FLMs’ turnover intentions. If such HRMPs are not
implemented by the banks, it can become a matter of concern for them and
consequently banks could suffer from a disproportionate number of resignations
from the talented FLMs.
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Much of the literature above states that excessive turnover creates an unstable
workforce, increases the human resources costs and affects organisational
performance. Prior research also suggests that the reduced level of turnover,
particularly from talented FLMs, could be beneficial for banks to maintain their
pace and performance in the highly competitive milieu. From the review of the
literature, it is also found that many researchers have conceptualised HRMPs in
different ways, categorising a different combination of HRMPs such as high-
commitment, high-performance and high-involvement HRMPs (as can be seen in
Table 2.2).

Despite the varying concepts and labels of HRMPs, the researcher shares the
perspective that banks need to adopt those HRMPs which can improve talented
FLMs’ skills and motivation, as these make them committed to the organisation.
Moreover, it makes superior value for the respective banks. In conclusion, the
literature concerning the organisational factors (HRMPs) offers more robust
rationality and more influential effects on the talented FLMs’ turnover intentions.
For clearer understanding, Table 2.3 provides the relationship between different
HRMPs and turnover.
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Table 2.3: A summary of prior empirical studies on the link between HRMPs and employees’ turnover intentions

Author(s) (Year)

Country

Research method
used

Sample size

Flexible scheduling, supervisor’s support,
high relative pay, employment security,

Flexible scheduling practices,

Batt and Valcour (2003), career  development  opportunities, Quantitative (survey) 557 supportive supervisors, job security and
USA fjeCISlon-maklng autonomy, partICIpa'Flon pay were highly negatively associated
in teams and the use of flexible to employee turnover intentions.
technologies.
Performance-related pay, employee

participation, reduced status, promotion,

High performance work system/

Macky and Boxall (2007), SRR i, el Ep . response rate | practices were positively related to
appraisal, formal communication | Quantitative (survey) - . . .
New Zealand " 22.6% employee intentions to stay in their
programmes, use of employee attitude A
. . . . organisation.
surveys, job security, training, merit based
promotion and job analysis.
Recognition, competency development,
Pare and Tremblay (2007), Recognition, empowerment, competence o 134 had S|gn|f|qant negative re_Iatlonshl_ps,
q development, fair rewards and information | Quantitative (survey) response rate whereas, fair rewards and information
Canada sharing 17.4% sharing practices are related to turnover
intention to a lesser extent.
P-O fit, remuneration and recognition
P-O fit, remuneration and recognition, 457 and training and career development
Chew and Chan (2008), opportunities for training and career | Qualitative (interviews) had significant negative effects on
Australia development and opportunities to work in | Quantitative (survey) resp507nsi<(e]/rate employees’ turnover intentions. While,
o 0

challenging assignments.

opportunities to work in challenging
assignments were not related to it.
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Gould-Williams and Gatenby

Performance related reward schemes,

Training and  development had

(2010), training and development and performance | Quantitative (survey) 3165 significant  negative  impact on
UK appraisals. employees’ turnover intentions.
30 HRMPs such as recruitment and
selection, training and development,
autonomy, job variety, performance . .
Boon et al. (2011), appraisal, job security, team working - 42 PEIGENTE. [WRMIPS WER) & e
. L e . . .~ Quantitative (survey) response rate negative relationship with employees’
Netherlands involving  staff in  decision-making . :
. L 20% turnover intention.
processes, promotion  from  within,
performance-related pay and policies that
support working parents.
Training and development, selection, job
Alfes et al. (2012) security, promotion opportunities, 692 Employee  perceptions of HRM
' ' performance related reward schemes, | Quantitative (survey) response rate practices had a significant negative
UK career management, performance appraisal 43% relationship with turnover intentions.
and feedback.
Selection, training and development, job 1755 . . .
Gould-Williams et al. (2013), security,  promotion, fair  rewards, _—— ngh_colmmltment_HRd pract_lcr:es were
UK communication,  involving  staff i Quantitative (survey) response rate | Negatively  associate wit quit
decision-making processes. 21% Intentions.
Overall employee perceptions of
HRMPs had a significant negative
Yamamoto (2013) Rewards based on fair appraisal, training effect on turnover intentions. However,
' and development, job security, enrichment | Quantitative (survey) 400 the perceptions of reward based on fair
Japan of benefits and careful recruitment.

Note: All studies in the table are cross-sectional in nature.
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2.5.4 Employing Group or Individual HRMPs to Control Turnover

The HRM system basically suggests several different sets/bundles of HRMPs to
overcome employee- and organisational-related issues (Delery and Doty, 1996). A
human capital architecture model presented by Lepak and Snell (1999) clearly
demonstrated that organisations use different HRMPs for different kinds of
employees to retain or not to retain them. Lepak and Snell’s presented model
reported that certain types of individual are more valuable to the organisation
owing to their uniqueness and visibility at work. Therefore, it is important for
organisations to select those HRMPs that encourage valuable employees to stay in
the organisation. Indeed, their stay decisions would help the organisation to

improve its performance.

Literature suggests that HRMPs bundles significantly affect employees’ turnover
intentions (Dyer and Reeves, 1995; Ogilvie, 1986; Boon et al., 2011). It is
because each individual practice that makes up these bundles can support others
(HRM practice) in influencing employees’ quitting or staying decisions, thereby
creating combined synergistic effects which would be considerably greater than
that of an individual practice (Shaw et al., 1998; Chew et al., 2005). According to
Macduffie (1995) and Subramony (2009), the combination of various HRMPs can
create enhanced combined effects than what can be anticipated when these
practices operate in isolation. Thus, bundles of HRMPs are reflected to lead to
better internal consistency and configuration with the organisational goals (Delery
and Doty, 1996).

Wager (2003) examined the relationship between the HRMPs and employees’
turnover intentions. He found that organisations providing their employees better
HRMPs are less likely to leave over the next two years. Specifically, Wager
identified that it is not only the absence or presence of any one HRM practice that
regulates the employees’ turnover intentions, but certainly these are the bundles of
HRMPs that affect individual’s decisions to leave. He also observed that
employees who did not leave their organisations were those whose organisations

have a developed set of HRMPs in practice, i.e. employees’ voice programmes
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that identify their real contributions through merit-based pay, merit-based
promotions, proper recognition practices, information sharing and training

practices.

Literature also maintained that the collective effects of various HRMPs affecting
the same work characteristic, e.g. training and mentoring affect employee skills
and it is possible that their combination can create a net result that exceeds the
effect of each practice when used individually for individual- and organisational-
related outcomes (Subramony, 2009). Prior studies also reflect that fair
compensation systems provide both the intrinsic and extrinsic rewards necessary
to motivate employees’ performance in the organisation. Thus, neither extrinsic
reward practices nor intrinsic reward practices are complete without the other.
Together, they motivate the employees to stay in and perform in a better way
(Subramony, 2009; Samuel and Chipunza, 2009).

Based on the above studies, it can be outlined that the bundles of skills- and
motivation-enhancing practices provide FLMs with adequate levels of direction
and inducements from the banks and as result that can affect their turnover
intentions. Thus, it is recommended that HRM bundles consisting of different
practices, liaising to impact the employee characteristic and will exert positive and
negative influence employee-related outcomes, e.g. OC and turnover intentions.
Similarly these bundles can also influence organisational-related outcomes, e.g.

organisational performance.
2.5.5 Skills-Enhancing Practices and Turnover Intentions

Skill-enhancing practices are those designed to advance the knowledge and
abilities of the organisation’s individuals by developing the skills of the employed
workforce (Subramony, 2009). In fact, the provision of such practices is
considered as one of the important forms of human capital investment made by
employers to enrich their employees’ short- and long-term skills, which
organisations need now and in the future to run their affairs efficiently and
effectively (Gomez-Mejia et al., 1995; Chew, 2004; Kyndt et al., 2009). To
combine the HRMPs that enhance individuals’ short- and long-term skills would
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greatly influence their turnover and organisational performance. Literature
recommends that the provision of training and development increases employees’
abilities and skills in the workplace (Huselid, 1995; Bowen and Ostroff, 2004;
Ramlall, 2003; Chen et al., 2004). The cited authors also believe that if any
organisation fails to provide training and development to its valued individuals,
subsequently they may move towards contending organisations which provide

better training and development opportunities.

Moreover, Chen et al. (2004) conducted a study on the R&D employees of
Hsinchu Science-based Industrial Park in the north of Taiwan, wherein they found
that employees left their organisations with a higher degree of dissatisfaction
when their implicit and explicit training and development needs were not
satisfied. They also recommended that organisations need to encourage their
employees by offering them short- and long-term skills development programmes
to retain them. Thus, it is fair to say that employees’ skills development
programmes such as training and development might be of a great interest to the

employees working in the organisation.

A study conducted by Muliawan et al. (2009) in the USA on information system
auditors and revealed that provision of professional growth related opportunities
and skills development programmes were significantly and negatively related to
auditors turnover intentions. Muliawan stated that companies should provide
auditors a facility of regular skills development and professional growth
opportunities in a bid to retain them. Literature identifies that increase in skills
involve organised and planned efforts to achieve the balance between the
individual’s career needs and organisational challenges (Chen et al., 2004).
Broadly speaking, the provision of appropriate training and development
opportunities positively contribute towards the employee retention because it
makes employees feel recognised for their strengths and it also creates more
possibilities to further strengthen their qualities in dealing with complex
propositions at the workplace (Kyndt et al., 2009).
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The above studies suggest that both training and development practices enhance
employees’ skills and influence their turnover intentions. However, the combined
effect of both practices (training and development) could provide better insights
about the talented FLMs’ turnover intentions. Based on the similar features of
these practices (as they both enhance employees’ skills) a HRM bundle, namely,
skills-enhancing practices, has been developed in this research. Sections 2.4.5.1
and 2.4.5.2 further explain and justify this bundling concept and also explicate the
effect of each practice (training and development) on talented FLMs’ turnover

intentions.
2.5.5.1 Training and Talented FLMSs’ Turnover Intentions

According to Mullins (2005, p.756), “Training is an important area of HRM,
having relevance to effective management™. It is generally thought that training
and development are the same, but in reality there is a clear difference between
the two as the former one is related to employees’ learning activity directed
towards the attainment of specific awareness or skills for carrying out a particular
task. However, the later concept represents a continuous and dynamic
development of employees’ skills, knowledge which is basically aimed at long-

standing career growth rather than instant performance (Delery and Doty, 1996).

Training fundamentally enables employees’ learning, confidence, motivation and
commitment which eventually enhance their skills and abilities to execute skills in
better way (Mullins, 2005). Bassi and Buren (1999) and Hiltrop (1999), in their
studies, have stated that successful organisations need to have a provision of
training for their individuals, particularly talented ones, as it compels them to stay
in the organisation. A study conducted by Agarwal and Ferratt (1999) established
that successful organisations use practices, i.e. training, mentoring and job
rotation practices, to reduce employees’ turnover intentions. It is also illustrated
that employees’ positive perceptions about the training at the workplace are the
strong antecedent of their intentions to stay with the current employer (Gould-
Williams and Gatenby, 2010). Not only this, but provision of training would also
be of great significance to organisations because these are the employees which

2-56



provide an organisation a competitive advantage in the market (Pfeffer and Veiga,
1999).

Some researchers have revealed that too much training provided by an
organisation to their valued employees ultimately instigates them to leave the
existing organisation because it makes it easy for them to get another job in the
market (Way, 2002; Moynihan and Pandey, 2007; Haines et al., 2010). In
addition, Shaw et al. (1998) and Batt et al. (2002) in their studies found no
significant relationship between training and turnover and they found no evidence
of a turnover-reducing effect in the trucking and telecommunication organisations,
respectively. However, Fairris (2004) has found a small negative relationship
between training and employee turnover. Existing literature still lacks clear
evidence regarding the nature of the relationship between training and employees’
turnover intentions in the banking sector. Owing to the varying consequences of
the training—turnover relationship, additional research is necessary to understand

the relationship between the said factors in the banking context.
2.5.5.2 Development Practices and Talented FLMs’ Turnover Intentions

As discussed in the above section, development is a complex and expensive
process but helpful to both the employees and employers in the long run (Hiltrop,
1999; Gould-Williams et al., 2013). Predominantly, it is thought that development
is employee’s own responsibility, but in the present era, researchers consider it as
an equally important for the organisation as it provides them more benefits from
their employees in future (Baruch, 2006). In the case that any organisation is
indifferent to providing development opportunities to their employees, this will
consequently create a feeling of frustration among employees which consequently
leads towards reduced productivity and profitability (Nouri and Parker, 2013).

The current economic environment has drastically transformed the nature of
organisations across the world (Tarique and Schuler, 2010). For example, ongoing
globalisation, technological innovation and mounting fierce competition has put a
huge pressure on the contemporary organisation to lay emphasis on the
development needs of their employees in order to maintain a competitive
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advantage in the market (Kyndt et al., 2009). It is a fact that organisations can
improve their performance when they provide their employees an opportunity for
continuous learning and development (Bryant and Allen, 2013). In fact, the
availability of development practices play a very significant role in retaining
dexterous and expert employees, because their awareness, skills and expertise
could become a key factor for organisations to be competitive and successful
(Hiltrop, 1999; Kyndt et al., 2009; Nouri and Parker, 2013). Thus, it is important
for employers to provide their employees an opportunity to develop and learn
which ultimately helps them to survive and flourish further in the current complex

environment.

The availability of development programmes will not only advance employees
proficiencies but these opportunities also motivate them and subsequently help
organisations to produce a more loyal set of workers (Kyndt et al., 2009).
Moreover, organisations’ provision for development opportunities mainly
encourages talented employees to stay in the organisation because at present they
are extra-cognizant about their long-term personal and professional growth
(Bryant and Allen, 2013). Besides, Nouri and Parker (2013) have established in
their study that development opportunities particularly give a critical benefit to
low-level managerial employees. With this, employees believe that their
organisation provides them this benefit, so they reciprocate in a positive way.
Thus, organisations must offer their employees more attractive development
opportunities to reduce their turnover intentions. This would ultimately benefit

organisations in present and future.

It is evidenced in the literature that lack of development opportunities compel
employees to change their job, particularly affecting young mangers in Pakistan
(Khilji and Wang, 2007). Furthermore, Sohail et al. (2011) identified that
development opportunities play a vital role in the retention of employees in the
Pakistani textile industry. They, in addition, suggested that development is more
important for young employees than those who have been working for a long
time. In view of the above rationales, this study hypothesises that frontline bank

managers are mostly young and they are at the start of their careers and for them
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development could be the important element of retention. As noted, both training
and development practices separately affect individuals’ turnover intentions.
However, this research combines both practices together as a bundle, i.e. skills-
enhancing practice, which is expected to have better effects on the talented FLMs’
turnover intentions. This led to the following hypothesis:

»  HL1. Skills-enhancing practices are negatively related to talented FLMs’

turnover intentions.
2.5.6 Motivation-Enhancing Practices Affecting Turnover Intentions

Motivation-enhancing practices are those planned to affect individual’s desire and
willingness to accomplish the assigned tasks and go above and beyond the stated
expectations. Typically, such practices help employees’ efforts toward the
accomplishment of organisational objectives and provide them with the
inducements necessary to engage in high levels of performance and reduced level
of turnover (Kinnie et al., 2005). These practices comprise the use of practices
which enhance employees’ motivation and focus on merit for example, fair

rewards and merit-based internal promotions (Huselid, 1995).

Allen et al. (2003) suggest that the availability of different motivational factors,
such as fair pay, benefits and internal mobility can lead employees to perceive
organisation as valuing their contributions and as a return oblige organisation to
reciprocate by holding positive attitudes and behaviours toward the organisation.
In fact, these favourable attitudes and behaviours can affect organisational
outcomes, i.e. customer satisfaction, productivity and sales. However,
counterproductive behaviours, e.g. turnover, resulting from adverse employee
attitudes can turn into loss of organisations-specific human capital, e.g.
knowledge of products and procedures and ultimately lead to the loss of customer
satisfaction (Batt, 2002).

Generally, fair rewards are considered important when it comes to attracting and
retaining talented employees (Kidwell, 2011). In fact, a good reward system is a
foundation of contractual and implicit agreements between the employers and
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employees (Vandenberghe and Tremblay, 2008; Sthapit, 2014). They further
express that sound intrinsic and extrinsic reward systems enhance employees’
motivation to remain in the organisation. Literature also suggests that
organisational rewards influence employees’ motivation, commitment,
satisfaction and turnover decisions on the one hand (Shaw et al., 1998; Collins
and Clark, 2003) and better organisational performance on the other hand
(Huselid, 1995; McElroy et al., 2001; Hancock et al., 2011).

It is also asserted that talented employees always look for better motivation-
enhancing practices, which provide them economic, social and psychological
benefits to stay in the organisation (Gardner et al., 2001). If they do not get fair
benefits from their employers, they leave them and join those organisations which
provide them such benefits, e.g. pay, promotion (economic) (Delery and Doty,
1996; Shaw and Gupta, 2007; Vandenberghe and Tremblay, 2008), job security
(social) (Firth et al., 2004; Stiglbauer et al., 2012), and recognition
(psychological) (Abbasi and Hollman, 2000; Samuel and Chipunza, 2009). These
studies suggest that pay, promotion, recognition and job security practices have
characteristics to increase employees’ motivation. Thus, the researcher has
combined these four HRMPs and made a HRM bundle, namely, motivation-
enhancing practices. Table 2.4 further provides the rationality of the HRMP-
bundling concept in the light of prior studies.

2.5.6.1 Pay as an Antecedent of Talented FLMs’ Turnover Intentions

Employees satisfied with pay are less likely to leave the organisation (Phillips et
al., 1989; Trevor et al., 1997). These researchers have also found that pay
growth effects on turnover were greatest among talented employees, higher pay
predicting lower turnover for this sort of employee and vice-versa. In addition,
Shaw et al. (2009) have also demonstrated in their studies that less pay is always
a first or second reason of talented employees’ turnover. It is identified that
good pay compared to that of contending organisations can confirm that an
organisation prefers and endeavours to attract and retain high performing
individuals (DeCieri and Kramar, 2008). Essentially, if employees are satisfied
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that the pay which they are getting from their organisations equates with their
work time, drive and effort then they prefer to stay. On the contrary, if they
sense that their determinations and contributions surpass their given pay then
unquestionably their level of frustration increases, which in turn compels them

to think of quitting and searching for alternative jobs (Ryan and Sagas, 2009).

Shaw and Gupta (2007) have investigated the relationships between pay
dispersal and the quits patterns of good, average and poor performers among
226 US truck drivers. Study findings reveal that under high pay practices, pay
dispersal was negatively associated to good employees’ quit rates when
performance-based pay increases were underlined and positively associated
when they were not. Also, under high pay practices, pay dispersal was
negatively connected to average performer quits when seniority-based pay
increases were underlined, but this relationship was diminished when they were
not. However, pay dispersal was not constantly related to quit patterns, when
pay was small. However, predictions regarding the quit patterns of the poor

performers were not supported at all.

For employees, pay benefits are important because they offer the means to meet
their needs of life. It is not only beneficial to employees but it is also beneficial
to employers as well because it raises their goodwill in the market, as a fair and
rational organisation (Milkovich and Newman, 2005). Basically, pay benefits
are the main means to retain and motivate talented employees and are
exchanged for better performance of the organisation (Vandenberghe and
Tremblay, 2008). Regarding pay and turnover intentions, a negative relationship
has been reported recurrently by the researchers. For example, a study
conducted by Selden and Moynihan (2000) attested a significant negative
relationship between good/average pay and voluntary turnover in 33 US state

governments.

Surprisingly, some researchers have found that pay is not a significant
determinant of employees’ turnover intentions. For example, an investigation

conducted by Lewis (1991) found that pay increase has no negative relationship
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with the voluntary turnover among US federal employees. In addition, Kim
(2005) has statistically proved that pay is not significantly related to state
government’s information technology department employees’ leaving.
Moreover, Chew and Chan’s (2008) investigation results also showed that pay
alone is not a factor to retain employees.

Federico et al. (1976) have acknowledged that pay has a significant positive
impact on the retention of star performers in Asian countries, but it is the reverse
case in the contexts of Europe and America. Recently, Bryant and Allen (2013)
have also exhibited that pay is a weak predictor of talented employee turnover in
developed countries, e.g. the USA. Bryant and Allen further revealed that higher
pay and more benefits is a losing strategy for organisations in the current

competitive environment.

As discussed above, the impact of pay differentiation on employees’ turnover
was higher among the high-performing employees compared to low-performing
ones. This suggests that when pay is fair and rational specifically in comparison
to others organisations’ pay, employees are less likely to leave the organisation.
However, the inconsistent link between pay and employees’ turnover intentions
needs further research to understand the relationship. In view of the above
inconsistencies, pay has been included in the present study as a key determinant

of the talented FLMs’ turnover intentions.
2.5.6.2 Promotion and Talented FLMs Turnover Intentions

Employees usually consider promotion as a success of their revealed
performances and career achievement and if they are not provided the same they
may quit the organisation (Gaertner and Nollen, 1989; Pfeffer and Veiga, 1999;
Trevor et al.,, 1997). Moreover, scholars have also claimed that lack of
significant promotional opportunities particularly instigates good performers to
leave the organisation (Park et al., 1994; Wager, 2003; Alfes et al., 2012).
Sthapit (2014) examined the organisational antecedents of turnover functionality
among the 380 business managers of the Nepali private banks; therein it was
found that good performers’ turnover had a lowest satisfaction to the promotion
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opportunities whilst, the low performing managers were found satisfied with the
given promotional opportunities. Similar to that, Phillips et al. (1989) studied
determinants distinguishing high- and low-performing quitters and stayers and
revealed that high-performing leavers were highly discontented with promotion
and growth opportunities; however low-performing stayers were highly

contented in general.

In contrast, Schwab (1991) and Trevor et al. (1997) statistically proved that
promotional opportunities enhance employees’ motivation to quit. It is because,
promotions from the employer actually make them more visible in the market as
they give positive signals to the external market and thus, they can be easily
targeted by market competitors. Schwab (1991) also indicated that employees’
promotion in the organisation positively influences their turnover intentions.
Similarly, Bernhardt and Scoones (1993) developed a model of promotion and
wage decisions based in part on the assumption that promotions persuade

turnover by communicating employee value to competing organisations.

Although, there is evidence of positive and negative relationships between
promotion and turnover intentions, this investigation proposes that lack of
promotional opportunities potentially push talented employees to quit. As has
been witnessed, lack of promotion opportunities pushes employees to leave in
the context of Asian countries in general and Pakistan in particular (Khilji and
Wang, 2007; Khan et al., 2011). Accordingly, if banks in Pakistan offer merit-
based promotions to their talented FLMs then their turnover intentions could be
diminished. Essentially, the relevance and use of promotion variable in the
present study has two main reasons, firstly, it increases employees’ motivation
to stay in the organisation. Secondly, inconsistent results of the previous studies

also make this study interesting for deep insights.
2.5.6.3 Recognition and Talented FLMs Turnover Intentions

Recognition is a formal or informal acknowledgement of an employee’s
determination at work or any business result which basically supports the
meeting of the organisation’s objectives; and it is beyond normal expectations
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(Stokes, 1995; Al-Arkoubi et al., 2013). These authors further believe that
recognition is about demonstrating how much the organisation values its
individuals, which undoubtedly could have a significant effect on their attitudes
and behaviours. Employees, in particular talented ones, stay in the organisation
when they sense that their abilities and contributions are fairly recognised and
appreciated by the management (Chew, 2004). Many researchers have identified
that recognition is negatively related with employees’ turnover intentions (Pare
and Tremblay, 2007; Chew and Chan, 2008). In addition, Pare and Tremblay
have found that turnover intentions among IT professionals in Canada were
more likely to be less when their work was appreciated and acknowledged by
the management or their immediate supervisors. Results of their study illustrate
a significant negative relationship between the recognition and employees’
turnover intentions ( = —0.58, p < 0.05).

Likewise, Urichuk (1999) showed that lack of recognition leads to employee
turnover intentions. Urichuk further stated that, if any organisation wants to
avoid losing their employees and encourage others to do better; they have to
recognise the performance and sprit of employees openly as it saves both time
and money on finding new employees. Newaz et al. (2007) also evidenced that
lack of recognition increased employees’ turnover intentions in Bangladeshi
banks, which has almost similar conditions to the Pakistani banking
environment. They, in addition, revealed that non-monetary reward, e.g.

recognition, played an important role in retaining the workforce.

Literature suggests that, in Pakistani banks a bureaucratic style has long been in
operation due to nationalisation and the political environment (Islam, 2004). In
addition, it has also been found that in Pakistani banks supervisors hardly
appreciate the performance of their subordinates, rather they deal with them
harshly which creates frustration among sub-ordinates to leave the organisation
(Khilji and Wang, 2007). Thus, it would be good to test whether contemporary
organisations emphasise the recognition and turnover relationship or still follow
the traditional approach of not appreciating their subordinates.
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2.5.6.4 Job Security and FLMs’ Turnover Intentions

Job security provided by the organisation assures employees to stay because it
affects their behavioural intentions (Delery and Doty, 1996; Fey et al., 2000;
Gould-Williams, 2003). Prior researchers have claimed that employees’
perceptions of job security are negatively related to turnover intentions (Arnold
and Feldman, 1982; Cotton and Tuttle, 1986; Batt, 2002; Boon et al., 2011). It is
identified in the literature that job security is one of the important factors of
HRMPs (Pfeffer, 2005). In fact, provision of job security shows organisation’s
commitment towards the employees, while there is evidence that it enhances
employees’ OC and reduces turnover intentions (Meyer and Smith, 2000; Ngo et
al., 1998; Stiglbauer et al., 2012).

In addition, it was found that extrinsic motivational factors, e.g. job security,
were significantly and positively related to employees’ retention in both public
and private sector organisations, including banks (Samuel and Chipunza, 2009).
They also identified that, a significantly positive relationship actually diminishes
the employees’ turnover intentions. With the provision of job security,
employees perceive it as organisational backing for them, which subsequently
enhances their OC and shrinks their turnover intentions. Concerning this, the
current study also considers job security as an important factor in the case of
talented FLMSs’ turnover intentions in the private banking sector of Pakistan.
Based on Sections 2.4.6.1, 2.4.6.2, 2.4.6.3 and 2.4.6.4, the following hypothesis
has been developed to test the relationship between motivation-enhancing

practices and talented FLMs’ turnover intentions.

» H2. Motivation-enhancing practices are negatively related to talented

FLMs’ turnover intentions.
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Table 2.4: List of Practices included in the Two HRMPs Bundles (SEPs and

MEPs)

Author

Abbasi and
Hollman (2000)

Skills-Enhancing
Practices

Motivation-Enhancing Practices

Recognition and compensation

Collins and Clark
(2003)

Incentive pay (performance-based
pay, stock options, bonus)

Colvin et al.
(2005)

Variable pay and internal promotions

Delaney and
Huselid (1996)

Training and
selective staffing

Incentive compensation and internal
labour market

Gardner et al.
(2001)

Selection and
training

Pay for performance, performance
evaluation and promotion practices

Guthrie (2001)

Pay (merit- and skill-based)

Khatri (2000)

Training and
development

Performance-based compensation

Pare and
Tremblay (2007)

Competence
development

Monetary (pay) and non-monetary
rewards (recognition)

Shaw et al. (1998)

Training and
development

Pay benefits

2.5.7 Link between Skills- and Motivation-Enhancing Practices and OC

Before discussing the relationship between OC and selected skills- and

motivation-enhancing practices, it is important to provide a definition for and

highlight the significant arguments evolving from the literature on OC. According
to Johns (1996) and Bryant and Allen (2013), OC reflects a psychological

attachment of an employee with the organisation. Mowday et al. (1979) put

forward a significant argument that OC can be simultaneously a behavioural and

attitudinal/psychological concept. Three years later, Mowday et al. (1982)

described it as a multi-dimensional concept.
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Almost a decade later, Meyer and Allen (1991) purported that employees, rather
than falling into any one particular type of commitment, may simultaneously
reflect the dimensions to varying degrees, i.e. the affective (emotional
attachment), continuance (cost of leaving) and normative (obligation to remain in
organisation), in nature and importantly, each of them have has its own diverse
consequences towards organisational functioning. Meyer and Allen further stated
that a better understanding of the employees’ association with the organisation
could be better understood if all three forms of commitment were considered
together. Consequently, they developed new measures for OC based upon the
above-mentioned three components in order to better assess commitment across

the several dimensions.

Porter et al. (1974) looked at the attitudinal construct of OC and then developed a
15-item measure for it, referred to as the Organisational Commitment
Questionnaire (OCQ). They recommended that OC could be categorised as:
employees’ strong belief and recognition of the organisational goals and values;
employees’ willingness to exert considerable effort on behalf of their organisation
and their desire to maintain the organisational membership. Porter and his
colleagues suggested that the OCQ can be utilised by researchers in interpreting
overall organisational commitment. Owing to this, the OCQ has been used in this
study to measure the overall organisational commitment of talented FLMs of the
private banks of Pakistan.

Regarding the HRMPs and OC relationship, a number of studies have instituted a
positive association between individual components of HRMPs and employees’
OC. For example, Appelbaum et al. (2000) in their study provided comprehensive
results in testing the relationships between individual HRMPs and employees’
OC. They in addition established that pay for performance, fairness in pay,
flexible work plans, promotional chances and job security positively influence
employees’ OC. In the same year, Meyer and Smith also witnessed HRMPs such
as performance appraisal, pay, training and provision of development
opportunities impacting on perceived organisational support and procedural

justice, which ultimately improve employees’ affective commitment.
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Likewise, Paul and Anantharaman (2004) found that HRMPs such as
comprehensive training, career development, pay and promotion show a
significant positive relationship to employees’ OC. Curtis and Wright (2001)
statistically proved that HRMPs like pay, benefits, flexible work options, career
development and training opportunities actually enhance employees’ commitment
to the organisation and subsequently, boost the organisation’s effectiveness.
McElroy et al. (2001) found that organisations that comprehensively train their
employees create a reputation in the market for valuing and developing their
employees. This organisational consideration sends a clear message to employees
that the organisation is committed to their development and as a result, it increases

employees’ commitment to the organisation.

Literature advocates that provision of training is generally interpreted by
employees as an indication of the organisation’s commitment towards them,
leading to a psychological attachment to the organisation and a willingness to put
in an extra effort to increase organisational effectiveness (Gaertner and Nollen,
1989). Gaertner and Nollen further stated that through training, employees
develop a positive self-concept and a sense of fitness resulting from the
employment relationship, leading to better identity with the organisation. This
also reflects a general organisational strategy towards employee development that
adds value. So learning new skills through training may trigger employees’
improved interest in many aspects of the job including, commitment and retention
(Kyndt et al., 2009).

According to Ogilvie (1986), employees’ positive perceptions regarding merit
accuracy and promotion practices essentially put a positive impact on the
employees’ OC. Further, Agarwala (2003) used a sample of 422 executives and
managers of seven organisations, wherein he discussed that the employees’
perception of the degree of innovative HRMPs significantly predicted improved
level of OC. The theoretical justification of the development of OC conceded by
Blau (1964) found that individuals should support those who have supported
them; simply, they reciprocate the relationship. Previous research also suggests

that when employees perceive better HRMPs such as good rewards, training and
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job security, they develop OC in reciprocation towards the organisation (Meyer
and Smith, 2000; Eisenberger et al., 2002).

Eisenberger et al. (1986-2002) put forward the organisational support theory
which provides a theoretical foundation regarding the question of why HRMPs
influence employees’ OC. This theory argued that employees tend to respect
organisations as a person and form a belief regarding how this embodied
organisation identifies their contribution and involvement for their well-being.
Eisenberger and colleagues also claimed that when employees observe that their
organisations are helpful to them, they tend to reciprocate their support with

increased level of organisational commitment.

Eisenberger et al. (1986) identified that employees tend to reciprocate the
organisational support (through HRMPs) with an elevated level of commitment,
in an attempt to endure their image and remove the stigma connected with the
violation of the reciprocity norms. A good empirical support has found a positive
relationship between different HRMPs and OC (Chew et al., 2005; Agarwala,
2003; Allen et al., 2003). In fact, various researchers have found that a positive
relationship between individual HRMPs and employees’ OC. Considering the
above empirical evidence, it is hypothesised that bundles of skills-enhancing
practices (training and development) and motivation-enhancing practices (pay,
promotion, recognition and job security) will significantly influence talented

FLMs’ organisational commitment.

Prior research in this regard suggests that provision of training and development
practices positively influences employees’ perceptions and they think the
organisation values their present and potential contributions and thus their level of
commitment rises (Meyer and Allen, 1997; Agarwala, 2003). In addition,
researchers demonstrate that training enhances employees’ skills, reduces role
conflict and prepares them for future advancements, hence increases their level of
commitment (Appelbaum et al., 2000). Similarly, the provision of development
opportunities ensures employees that they are important part of the organisation.
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Indeed, this feeling eventually enhances their commitment with the organisation
(Bryant and Allen, 2013; Nouri and Parker, 2013).

In addition, researchers have consistently pointed out that HRMPs such as pay,
promotion practices (Williams and Hazer, 1986; Bryant and Allen, 2013),
recognition (Chew, 2004; Kwon, 2009), and job security (Appelbaum et al., 2000;
Joarder et al., 2011) positively influence employees’ motivation to stay committed
With respect to above studies, it can be argued that selected HRMPs (training,
development, pay, promotion, recognition and job security) influence FLMs’ OC.
Thus, organisations should provide their employees such skills- and motivation-
enhancing practices to keep them committed. Table 2.5 further explains the
relationship between the different HRMPs and OC.
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Table 2.5: Studies showing the relationship between different HRMPs and organisational commitment

Author(s), Year,
Country

HRM Practices used

Research
Method/s

Sample Size /

Response rate

Findings

337 registered
nurses of five

It was found that access to training, support from the
senior staff and colleagues, perceived benefits of training

Bartlett (2001), . uantitative : o e o "
( ) Training Q(surve) hospitals and training motivation had a significant positive
USA y response rate relationship with the organisational commitment of
2204 employees.
Employee acquisition strategies, retention strategies,
compensation and incentives, benefits and services, e Perceived extent of introduction of high-commitment
rewards and recognition, technical training, management (interviews) HRMPs by the organisation and the extent to which
Agarwala (2003), | development, career planning, development practices, and 422 employees believed that high-commitment HRMPs were
India performance  appraisals,  potential  development, s important for organisational goal achievement because
succession planning, employee relations with a human [ they had a significant positive correlations with the
face, employee exit and separation management and y employees’ organisational commitment.
adopting responsibility for socially relevant issues.
Couldwillams (3T g Seecion,iob ecuriy, invoing st 1 | Quantave | 151 [The found tat all slected HRM practices o
(2003), . 9 ] Y, g response rate | significant positive impact on the employees’
decision making processes, performance related pay and (survey) - .
UK . 65.2% organisational commitment.
promotion.
Wright et al. . . . " HRM practices had a significant positive relationship with
(2003), Selection and staffing, pay for performance, training and | Quantitative 5635 itz erEeTon eomine o ey i Hol

USA and Canada

participation

(survey)

countries (USA and Canada).
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Value  based induction compensation career . .
Paul and development, employee fri'endl vF\jork en\’/ironment Employee-friendly work ORI career
Anantharaman P T ploy . y . . .| Quantitative development, development-oriented appraisal and
development-oriented appraisal, comprehensive training, 370 . - L D
(2004), . . . . (survey) comprehensive training had significant positive effects on
. value-added incentives, team-based job design and . .
India . the organisational commitment of employees.
selection
Training, career development opportunities, performance Qualitative
Kinnie et -, dg’ a . rforrEance F;p raisal ,rzwar ds and (interviews) Employee satisfaction with different combinations of
al.(2005), Py, P nance  appraisal, o & - HRMPs has had significant relationships with the
recognition, team working, involvement, communication, o , .
UK . Quantitative employees’ commitment levels.
openness and work-life balance (survey)

Macky and Boxall
(2007),

Performance-related pay, employee participation, reduced
status, promotion, performance appraisal systems, formal
communication programmes, use of employee attitude

Quantitative

response rate

It was found that all high-performance work systems had
a significant positive relationship with organisational

. . . . . 22% .
New Zealand surveys, job security, training, merit based promotion and 0 commitment of employees.
job analysis
Recognition, empowerment and competence development
Pare and Tremblay " . 134 practices have had significant positive relationships with
Recognition, empowerment, competence development, | Quantitative . .
(2007), i X : ) response rate | affective commitment whereas, only competence
fair rewards and information sharing (survey) L - . A
Canada 17.4% development had a significant positive relationship with
the continuance commitment of employees.
Both
Chew and Chan P-O-F, remuneration, recognition, opportunities for qualitative 457, P-O-F remuneration, recognition and opportunity to
(2008), training and career development and opportunities to and response rate | undertake challenging assignments had significant
Australia work in challenging assignments quantitative 57.1% positive effects on organisational commitment.
methods
el Fars @i N - Performance related reward schemesf; training and
al. (2010) Performance related reward schemes, training and | Quantitative 3165 development and performance appraisals have had
U ' development and performance appraisals (survey) significant positive influence on the employees’

organisational commitment.
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Kehoe and Wright
(2010),

USA

Selection, training, compensation, employee
participation, performance evaluation, merit based
promotion and information sharing communication.

Quantitative
(survey)

Employee perceptions of high-performance HRMPs had
significant positive relationships with employee affective
commitment.

Boon et al. (2011),

30 HRMPs e.g. recruitment and selection, training and
development, autonomy, job variety, performance
appraisal, job security, team working, involving staff in

Quantitative

412, response

Boon et al found that all perceived HRM practices have
had a significant positive relationship with the employees’

Netherlands decision-making processes , prom(_)t?on from within, (survey) rate 20% e e

performance-related pay and policies that support

working parents

Structured interviews, formal employment tests, formal Formal performance evaluations, merit pay, individual &
Semlrerenal training, tuition reimbursement, formal performance group bonuses, company-wide bonuses, promotion
(2011), evaluations, merit pay, individual and group bonuses, | Quantitative 1748 opportunities, complaint processes, cross-department &

company-wide  bonuses, promotion  opportunities, (survey) ’ company communication and formal participation
USA complaint  processes,  cross-department,  company programs had a significant positive relationship with

communication and formal participation programmes. employee affective commitment.
(Imran and Perceived  organisational  support, training and I All of the selected HRMPs were having a significant
Ahmed, 2012), development, compensation, organisational climate, work Quantitative 600 positive relationship with the employees’ organisational
Pakistan life policies, development opportunities, empowerment (B2) commitment.

Gould-Williams et
al. (2013),

UK

Selection, training and development, job security,
promotion, fair rewards, communication, involving staff
in decision-making processes.

Quantitative
(survey)
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1,755, response
rate 27%

Researcher have exhibited that high commitment HRMPs
had a positive association with affective commitment. In
addition they also demonstrated that civic duty partially
mediated the connection between high commitment
HRMPs and affective commitment of the employees.




2.6 Mediating Role of OC between Selected HRMPs and FLMs Turnover

Intention

Each of the aforementioned variables of the study has been shown to have an
influence on the OC and employees’ turnover intentions, separately. The extent of
direct influence of each variable on the employees’ turnover intentions is
enormous but little attention has been paid to the mediating role of OC (Way,
2002). Jiang et al. (2012) and Haines et al. (2010) identified that employees’
turnover is a distal outcome of organisational HRMPs. If this is the case, then it
could be expected that this relationship might be mediated by other variable(s)
which could be proximal indicators. Moreover, many researchers have stated that
HRMPs influence employees’ attitudes first and then affect their behavioural

intentions in the workplace (Harrison et al., 2006; Macky and Boxall, 2007).

It has been fairly reported in previous studies (Table 2.5) that numerous HRMPs
positively influence employees’ OC, but no study has tested OC as mediator
between selected skills- and motivation-enhancing practices and talented FLMs’
turnover intentions. According to social exchange theory, individuals weigh the
costs against the benefits they get while developing a relationship (Blau, 1964).
Based on this theory it is argued that investment in HRMPs entails that
organisations give importance to their personnel to set up a long-lasting
employment relationships with them (Allen et al., 2003; Kwon, 2009). These
authors also asserted that suitable HRMPs offered by the organisation boost
employees’ skills and motivation which ultimately develops into a positive impact
on their OC and negative impact on turnover intentions. Similarly, Delaney and
Huselid (1996) demonstrated that if organisations provide their employees
training and mentoring practices they may perform well with an elevated OC and

reduced turnover intentions.

Prior investigations have also claimed that HRMPs, such as competitive rewards,
extensive benefits and job security, give confidence to employees to stay
committed to the organisation (Arnold and Feldman, 1982; Fey et al., 2000;
Chew, 2004). Mueller et al. (1994, p.128) reported that:
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When employees are both satisfied with their jobs and committed to
the organisation, the bond with the organisation will be strengthened
and will result in greater cooperation and a reduced likelihood of the

quitting.

OC has shown to be different in relation to employees’ attitudes about their work.
For example, job satisfaction is more focused on employees’ response to specific
characteristics of the job, i.e. pay, promotion, training, supervision and work
environment, whereas OC is more global in relation to employee attitudes and
behaviours (Mowday et al., 1979). There is plenty of evidence in the literature
which recommend a significant relationship between HRMPs and employees’
turnover intentions, but a review of literature identifies that organisational
HRMPs initially impact employees’ attitudes then their behaviours (Buck and
Watson, 2002; Collins and Clark, 2003). As discussed above, a high degree of OC

fundamentally diminishes the individuals’ intentions to leave the organisation.

Prior research demonstrates that employees’ turnover intentions, the most
proximal antecedent of actual turnover, are influenced by employee attitudes
(Hom and Griffeth, 1995; Griffeth et al., 2000; Harrison et al., 2006). Among
many other employee attitudes, OC has been recognised as a robust antecedent of
their turnover intentions. In fact, many studies in this regard have identified that
employees committed to their organisations are less likely to leave (Porter et al.,
1974; Sager and Johnston, 1989; Mathieu and Zajac, 1990; Huselid and Day,
1991; Addae et al., 2008; Abii et al., 2013). As discussed in the above section,
skills- and motivation-enhancing practices significantly influence FLMs’ OC.
This implies that OC potentially mediates the relationship between selected
practices and talented FLMs’ turnover intentions. Based on the findings of
available empirical research, it is hypothesised that the relationship between
skills- and motivation-enhancing practices and talented FLMs’ turnover intention
will be mediated by OC.

»  H3. Organisational commitment mediates the relationship between skills-
enhancing practices and talented FLMs’ turnover intentions.
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»  H4. Organisational commitment mediates the relationship between

motivation-enhancing practices and talented FLMs’ turnover intentions.
2.7 Relationship between OC and Talented FLMs’ Turnover Intentions

Literature demonstrates that individuals’ lack of OC may lead to
counterproductive behaviours in the workplace (Firth et al., 2004; Fisher, 2002;
Chew et al., 2005; Carmeli and Weisberg, 2006; Shukla et al., 2013). An example
of counterproductive behaviours can be an increase in intentions to leave, turnover
and poor organisational performance (Harrison et al., 2006). Moreover, many
studies have shown that OC is negatively related to employees’ turnover
intentions (Mathieu and Zajac, 1990; Karsh et al., 2005; Addae et al., 2008).
However, Vandenberg and Nelson (1999) and Lacity et al. (2008) have failed to
identify the relationship between OC and employees’ turnover intentions.

Khatri et al. (2001) identified that there is a need for turnover research in the
context of Asian countries, which are so far under-researched in the literature.
Baruch and Budhwar (2006) also recommended that research must be pursued
beyond the boundaries of Western countries. Despite the inconsistency in
arguments, this study considers that OC is negatively related to talented FLMs’

turnover intentions.

» H5. There is a negative relationship between OC and talented FLMs’

turnover intentions.
2.8 Research Framework

Based on relevant HRM and OB literature, the present study proposes the
following research framework, which categorically demonstrates that talented
FLMs’ turnover intentions in the model comprises of two skills-enhancing
practices, i.e. training and development, and four motivation-enhancing practices,
i.e. pay, promotion, recognition and job security, and their OC. Figure 2.3 present
two ways of explaining the relationship between skills- and motivation-enhancing

practices and talented FLMs’ turnover intentions. Firstly, the direct impact of
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these practices on talented FLMs’ turnover intentions and secondly, the indirect

impact thereof on the said relationship through OC.
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Practices
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Practices
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Promotion
Recognition
Job Security

VV VYV

Figure 2.3: A model of distal and proximal antecedents of talented FLMSs’ turnover intentions
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2.9 Gaps in the Research

The review of the literature reveals numerous directions for further research in the
field of employees’ turnover. Firstly, there has been long debate on general
turnover intentions but very few studies have focused on the turnover intentions of
the talented employees (Hancock et al., 2011; Kidwell, 2011; Boles et al., 2012).
Despite the importance of talented employees’ turnover, earlier studies have only
concentrated on the practitioner’s gut instincts rather than solid empirical
evidence (Bryant and Allen, 2013). As highlighted in the literature review, this
type of turnover is distressing and detrimental to organisations in a number of
ways, e.g. repetitions of recruitment and selection processes, training and
development of new entrants, stress among the remaining employees, reduced
output and drop in morale (Tziner and Birati, 1996; Ramlall, 2003), especially
when their talented personnel leave and join other organisations (Campion, 1991,
Chew et al., 2005; Kidwell, 2011).

Secondly, prior studies on employees turnover intentions have focused on the
demographic and individual factors (Porter and Steers, 1973; Phillips et al., 1989;
Abii et al.,, 2013; Mobley, 1982). However, this research focuses on both
organisational factors and individual factors which affect talented FLMs’ turnover
intentions. In addition, the current research seeks to fill this void to examine the
impact of selected skills- and motivation-enhancing practice bundles and OC on
talented FLMSs’ turnover intentions. This study also contributes to the literature as
two bundles of HRMPs, namely, skills-enhancing and motivation-enhancing
practices, have been developed. Notably, these bundles have been made from the

synergistic functions of the different HRMPs.

Thirdly, this study considers OC as a mediator of the relationship between the
selected HRM bundles and talented FLMs’ turnover intentions. This area of
research has lacked researchers’ attention because researchers were previously
focused on studying HRMPs—performance relationship (organisation-related
outcomes) and the effect of different HRMPs separately. For example, Dyer and
Reeves (1995) evaluated a number of turnover studies which focused on the link

between different HRMPs and organisational outcomes. These authors found four
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major types of outcomes, i.e. employee, operational, financial and market
outcomes. Dyer and Reeves (1995) also established that HRMPs always impact
employee outcomes such as turnover first and then affect other organisational
outcomes like productivity, profitability and stock value. According to them,
many previous studies have focused on the organisational outcomes as compared

to employee outcomes.

Similarly, Rogers and Wright (1998) reviewed 29 studies and found 80 different
observations of empirically tested relationships between different HRMPs and
organisational outcomes. They found that only 3 observations were related to
employee outcomes, whereas 34 related to operational, 24 to financial and 19 to
market outcomes. Many of the studies have spotlighted the link between HRMPs
and the organisation’s operational and financial outcomes, but few studies have
focused on the HRMPs relationship to employee outcomes, e.g. employees’

commitment and turnover intentions.

From the review of the literature, it has been identified that many researchers have
demonstrated a direct link between HRMPs and turnover intentions (Dyer and
Reeves, 1995; Huselid, 1995; Shaw et al., 2009). A more detailed review of the
literature reveals a significant disagreement between their viewpoints and
suggests that turnover intention is a distal outcome of organisations’ different
HRMPs (Allen et al., 2003; Bryant and Allen, 2013); whereas, OC is a proximal
outcome of HRMPs (Allen et al., 2003). This suggests that HRMPs impact
employee attitudes, e.g. OC first, and then employees’ behaviours, e.g. turnover.
Based on the above findings, the present study considers OC as a mediator of the
relationship between selected skills- and motivations-enhancing and talented
FLMs turnover intentions. Fourthly, the dearth of literature on the subject in
Pakistan establishes a serious gap for many organisations including the banking
sector (Khilji and Wang, 2007; Khan et al., 2011; Irshad and Toor, 2008; Ansari,
2011). To address this gap, there is a need to empirically test existing HRMPs—
turnover models in a local context to know whether these models yield the same
or different results. Literature review indicates that most of the research on the

subject has been done in developed or Western cultural work settings (Khilji and
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Wang, 2007; Yasmin, 2008; Khan et al., 2011). Thus, it requires the wider
attention of researchers and practitioners to establish employee turnover intention

predictors in different work settings such as Pakistan.

Finally, local literature also suggests that a large number of talented FLMs are
leaving due to their dissatisfaction with traditional HRMPs (Khilji and Wang,
2007; Irshad and Toor, 2008; Ansari, 2011). It is also in the literature that FLMs
play an important role as they report to the top management on employee
performance and tasks and at the same time they are in touch with the bank clients
(Khan, 2009). Thus, their retention is important for banks. The application of the
proposed model to a sample of talented FLMs of the private banks of Pakistan
also represents empirical progress in the existing knowledge. All variables of the
study are chosen to justify it in an underprivileged and developing economy,
where employees expect only the satisfaction of their basic needs from their
banks. An attempt to fill this gap is considered vital because it helps researchers
and practitioners to understand FLMs’ attitudes and behaviours in a less-affluent

economy, e.g. Pakistan.
2.10 Conclusion

The common theme in this literature review is that selected skills- and motivation-
enhancing practices influence talented FLMSs’ turnover intentions. It also reflects
the relationships between a wide range of study variables and employees’
turnover and further recognises that HRMPs affect FLMs’ OC which in turn
influences their turnover intentions. This study posits that based on social
exchange relationships, organisations that manage their HRMPs well will be able
to positively influence employee attitudes and behaviours. It is worth mentioning
that learning from departed employees (actual turnover) is undoubtedly important
but learning from existing employees (i.e. the talented ones), who intend to leave
would also be of a great significance for organisations in general and banks in
particular. The identification of their turnover intentions would make banks more
cautious about the talented FLMs’ turnover and issues related can be caught and
resolved at the earliest opportunity.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This chapter describes the choice of an appropriate methodology by which the
reliability and validity of the research can be examined and analysed. This chapter
also reports a clear and comprehensive justification of how this research was
carried out, namely, quantitatively. In fact, the development of the research
methodology is based on a rigorous literature review and conceptual approach,
being a systematic way to achieve the research aim and objectives or to
appropriately resolve the research problem. For the underpinning of suitable
research methodology, at the beginning, the assumptions and philosophical stance
of the research were reviewed to recognise the relationships and rationalisation of
the selected approach. This discussion covers the selection of the research strategy
and its validation for the purpose of theory testing. To do that, a research design
was established to follow the study accordingly. The researcher also discusses in
detail the empirical research methodology including data collection and data
analysis procedures. The data collection section is comprised of sample selection,
access to respondents, development of the survey instrument, measurement scales
(reflective or formative constructs) and results of the pilot study. The data analysis
procedure and statistical techniques were selected and justified to analyse the data.
Finally, the research ethical issues were appropriately employed to confirm that

the data is unbiased.
3.2 Philosophical Underpinning of the Research

Before introducing the appropriateness of the proposed methodology, it is
important to decide the philosophical approach and its compatibility with the
research questions (Saunders et al., 2009; Neuman, 2013). Specifically, in the
research philosophy, researchers primarily think about the development of the
knowledge (Saunders et al., 2009). According to Easterby-Smith et al. (1991),
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there are three main motives why an understanding of philosophy is essential.
Firstly, it helps in refining and identifying the chosen research method(s), to shed
light on the overall strategy employed. It further focuses on the types of gathered
data, sources and how they ultimately answer the research question(s). Secondly,
it helps in evaluating the different methodologies or methods and using
appropriate method(s) for the investigation. Finally, the philosophical stance of
research also informs the selection or alterations in the research area. Hence, it is
important for researchers to find out the relevant philosophical issues that affect
research at different stages, i.e. data collection, preparation and analysis.

There are two main research paradigms in use, namely, positivist and
interpretivist (Saunders et al., 2009). The understanding of both paradigms has
been a main source of discussion for researchers in the field of social sciences
(Bryman, 2004). As argued by Tashakkori and Teddlie (2010), a research
paradigm is fundamentally a set of beliefs that encompass theories of a group of
researchers, with the key idea of underpinning research methods and
interpretations. This suggests how research in a specific area should be applied
and how the results can be interpreted (Bryman, 2004).

Precisely, the positivist paradigm is a scientific, objectivist, discovering causal
laws and mostly quantitative; whereas the interpretivist paradigm is often referred
to as anti-positivist. Various researchers have asserted that both paradigms have
their own associated advantages and disadvantages in different fields of research
in one way or another but reasonably the main concern remains the same
(Saunders et al., 2009; Creswell and Plano Clark, 2011). Before deliberating these
two philosophies in detail, the researcher finds it essential to throw light on the
assumptions that principally build these research philosophies.

3.2.1 Ontology (What is the nature of being?)

The word ontology is comprised of two Greek words ‘onto’ meaning ‘being’ and
‘logos’ meaning ‘discussion, study or theory’ (Johnson and Duberley, 2000).
Bryman (2004) elucidates that the ontological assumption deals with the nature of

being, structure of the world, reality and truth. This assumption particularly
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answers the questions having the nature of: to what extent can an external reality
exist? Rather, is it purely related with the discovery of the theory behind the truth
and how to understand existence? Bryman further explains that in the social

sciences, the ontological assumption embraces claims that make up social reality.

Moreover, Saunders et al. (2009) have specifically focused on the two main
aspects of ontology. The first aspect is objectivism, wherein it is assumed that
social and natural reality exists but they are truly outside of human thoughts,
beliefs and conceptions. Thus, the association between research and social
phenomena are separated from each other. The second aspect is related to
subjectivism/idealism. This aspect is mostly viewed that social phenomena are
created from the perceptions of social actors. Saunders and colleagues clarify that
truth is made up of the views of a specific individual(s) and it has different
versions depending on the context. Consequently, it is argued that there is no

absolute truth which is a part of human conception.
3.2.2 Epistemology (How research builds the knowledge?)

Similar to ontology, the word epistemology is derived from two Greek words:
‘episteme’ which means ‘knowledge’ and ‘logos’ which means ‘discussion,
theory’, or simply it can be inferred that epistemology is a theory behind the
knowledge (Johnson and Duberley, 2000). Epistemology mostly aims to develop
knowledge and theories that are built on achieving knowledge of the world. It can
be reasoned that epistemology is concerned with organising and explaining
knowledge related to theories (Johnson and Duberley, 2000). Johnson and
Duberley are of the opinion that epistemology includes a set of assumptions which
have justified beliefs about a social phenomenon. It is fundamental to know that it
begins with arguments and the researcher seeks knowledge which in the true sense

justifies his/her arguments (Saunders et al., 2009).
3.2.3 Axiology (Judgment about Value)

According to Saunders et al. (2009, p.116), “axiology is a branch of philosophy
that studies judgements about value”. Indeed, an individual’s values are the
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guiding reason for their actions. Considering the research philosophy and research
approach, it is significant for researchers to reflect how values could play an
important role in each stage of the research process. Saunders et al. (2009) further
state that an individual’s values are the base for making judgements about the
research topic and research method; rather, it is a demonstration of their
axiological skills. For instance, employing surveys rather than interviews would
recommend that rich personal interaction is not something that is valued as highly
as the need to gather a large data set. Thus, it is argued that an understanding of
one’s own values and their clarification is a part of the research process. This
means the research is strengthened in terms of transparency, the opportunity to
minimise bias or in defending the research choices and the creation of a personal
value statement. Table 3.1 further clarifies the assumptions of the research
philosophy.

Table 3.1: Assumptions of the research philosophy

Questions Positivism Interpretivism

What is the nature of external <—> socially constructed
reality? (Ontology)

objective < subjective

What is considered observable phenomenon <=—> subjective meaning
acceptable knowledge?
(Epistemology)

law-like generalisations «—= details of specifics

What is the role of values? | value-free <> value-bound
(Axiology)

Source: Saunders et al. (2009, p.119).

3.2.4 Positivist Philosophy

Positivism is a widely used philosophy in the fields of natural and social sciences
because it is mainly concerned with truth and reality. It is often used in the fields
of social sciences on the grounds that it follows the scientific method of enquiry
(Neuman, 2013). In fact, the approach of positivists is mostly related to numerical

data collection to examine human attitudes and behaviours which focuses on

3-85



measuring the scale, range and frequencies of the phenomena (Collis and Hussey,
2003).

According to Neuman (2013), positivists usually relate theories, variables,
hypotheses and numbers in an objective style that suits the statistical method of
data analysis. He has also acknowledged that researchers pursue rigorous, precise
measures and objective research and assess the causal hypotheses by prudently
analysing the facts through the developed measures. Generally, a quantitative
research approach mostly looks to elucidate and predict that what is happening in
the social world, to recognise and evaluate any incident to present an acceptable
justification for the prediction (Saunders et al., 2009; Neuman, 2013). Researchers
have largely established that the quantitative method is best for conducting
research within a positivist paradigm (Zikmund, 2002; Collis and Hussey, 2003).
Positivists have confidence in the objective nature of the data and thus they
believe that the external world exists independently of human perception, which is
agreeable to quantitative measurement (Saunders et al., 2009). Mostly, researchers
endeavour to use a scientific method of enquiry for finding reliable and valid
ways of data collection for viewing social reality, which can be statistically
interpreted and analysed (Bryman and Bell, 2011; Tashakkori and Teddlie, 2010).

Scholars have also elucidated that appropriate selection of the research method(s)
has its own philosophical position. For instance, Easterby-Smith et al. (1991) have
clearly differentiated between the positivist as deductive (theory testing) and
interpretivist, often called phenomenologist as inductive (theory building), to
observe the relationships. The positivists normally emphasise that ‘science’ is not
the only source of theories and hypotheses; rather it is a process by which those
ideas are tested and justified for more clarity and transparency in understanding
the complex phenomenon. Contrary to that, subjectivists or phenomenologists
underline the interpretation of social actions (Zikmund, 2002; Bryman and Bell,
2011).

Positivists generally consider that management research aims to generate laws
which govern the ways in which organisations function (Johnson and Duberley,
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2000; Creswell and Plano Clark, 2011). Johnson and Duberley have further
reported that generation of causal relationships enables management or managers
to become more scientific, to perfectly predict and control their surroundings.
Thus, it is immensely important to understand the methodological paradigms
debate to better conceptualise and understand the importance of method(s)
selection while dealing any issue. The paradigm of choices abundantly reveals
that different methods are suitable for different circumstances (Creswell and Plano

Clark, 2011). Table 3.2 presents the summary of some of the strengths and

weaknesses and features of both positivist and anti-positivist paradigms.

Table 3.2: Comparison of strengths and weaknesses of research paradigms

(snneInuenQ) 1sIAISod

This can provide a wide
coverage of the situation.
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inflexible and artificial.
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economical.
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the processes or the significance that
people normally attach to actions.

Statistics are aggregated
from large samples which
may be of considerable
relevance to policy
decisions.

Not helpful in generating theories as
they focus on what is, or what has
been recently, they make it hard for
policy makers to infer what changes
and actions should take place in the
future.
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Data-gathering  methods
seen more natural than
artificial.

Data collection can be more boring
and may require more resources.

Ability to look at the
change in processes over
time.

Analysis and interpretation of data
can be difficult.

Ability to  understand
people’s meaning.

Harder to control the pace, progress
and end point of the research
process.

Ability to adjust to new
issues and ideas as they
emerge to contribute to
theory generation.

Source: Amaratunga et al. (2002, p.20).

Policy makers may give low
credibility to results from a
qualitative approach.
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3.2.5 Interpretivist Paradigm

This paradigm has attracted a broader attention of many researchers since the
early 1960s on the grounds that over that time there were many problems
associated with the usage of the positivist philosophy, i.e. lack of developed
statistical software (Sekaran and Bougie, 2010). Most academicians have
identified that researching a social phenomenon is to form a belief, so the world
cannot be viewed as an objective reality but it must be clearly understood with
certain subjective interpretations of human behaviour and their prior experiences
(Bryman and Bell, 2011; Neuman, 2013).

According to Neuman (2013), every individual in the world has his or her own
subjective experiences or interpretations in a text. When studying their
manuscripts, researchers or readers can become able to comprehend their
viewpoints. In doing so, they also become able to develop a strong opinion about
how each part of the text relates to the phenomenon as a whole. However, it is
usually supposed that true meaning is hardly apparent on the surface but in a real
sense it is always a hidden one (Johnson and Duberley, 2000). Viewing this
difficulty, researchers constantly endeavour to have interpretive explanations to
seek the connections among the parts in order to have a meaningful understanding
of the issues.

Most often, researchers call this paradigm qualitative research, which is normally
connected with exploratory data collection, observation and field research to
profoundly understand individuals’ attitudes and behaviour in workplaces
(Neuman, 2013). Thus, it is obvious that the exploratory processes involve
researchers in dedicating several hours to finish the assigned task. Not only this,
but it also increases the financial burden on them because they have to make
direct personal contact with the respondents. Besides some difficulties, this
paradigm has many advantages as well. For example, it tends to describe the
genuineness of research in a meaningful way as professed by the respondents to
explicate significant human actions (Denzin and Lincoln, 2011). Thus, it is worth
noting here that both paradigms are mutually exclusive from the philosophical
point of view and truly both have their own merits and demerits (Easterby-Smith
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et al., 1991; Saunders et al., 2009). Table 3.3 further clarifies the distinction

between the two paradigms.
Table 3.3: Main features of the positivist and phenomenologist paradigms

Positivist Paradigm Interpretivist Paradigm

The world is socially constructed

World is external and objective o
and subjective

Observer is part of what is
observed

sja1jaq oiseq

Observer is independent

Science is driven by human

Science is value-free .
interests

Focus on facts Focus on meanings

Look for causality and|Try to wunderstand what is
fundamental laws happening
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elements situation
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Formulate hypotheses and test | Develop ideas through induction
them from data

Using multiple methods to
establish different views of the
phenomena

Operational single concepts so
that they can be measured

paJJaajald

Small samples investigated in

Taking large samples depth or over time

Source: Easterby-Smith et al. (1991, p.27).
3.2.6 Pragmatist Paradigm

Bryman and Bell (2011) have described that quantitative and qualitative
paradigms are not poles apart, but these can be mixed together in a pragmatist
paradigm to deal with the complex issues of any research. Similarly, Tashakkori
and Teddlie (2010) have also explained that the pragmatist approach involves
both qualitative and quantitative approaches. Strauss and Corbin (1998) and
Tashakkori and Teddlie (2010) have also underlined the relationship between
quantitative and qualitative data analysis. They put forward an opinion that the

procedure of combining both approaches will surely help researchers in cross-
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validating or authenticating collected data. Essentially, a pragmatic approach
needs an epistemological justification to address the main research question(s)
which seems to be a pluralist phenomenon (Saunders et al., 2009). A comparative

analysis of the paradigms is presented in Table 3.4.
Table 3.4: Comparative analysis of the paradigm

Positivist Anti-positivist Pragmatist

Methods Quantitative | Qualitative Quantitative + Qualitative

Logic Deductive Inductive Deductive + Inductive

Naive realism | Relativism Accept external reality
Ontology and choose explanations
that produce  desired
results.

Epistemology | Objective Subjective point | Both  objective  and
point of view. | of view. Knower | subjective points of view.
Knower and | and known are
known are | inseparable.

separate.

Axiology Inquiry is | Inquiry is value- | Values play a large role
value-free. bound. in interpreting results.

Real causes | All entities | There may be causal
temporally simultaneously relationships, but we will
Causal precedent to | shaping each | never pin them down.
linkages or other. It s
simultaneous | impossible to
with effects. | distinguish
causes from
effects.

Source: Tashakkori and Teddlie (2010).

Essentially, Table 3.4 compares and contrasts the functioning of all three
paradigms with regard to methods, logic, ontology, epistemology, axiology and
causal linkages. Researchers reveal that the main advantage of linking both
qualitative and quantitative data is that it enables the researchers to cross-validate
the data for finding an accuracy and authenticity of the data (Tashakkori and
Teddlie, 2010; Creswell and Plano Clark, 2011). In addition, there is much
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evidence in the prevailing literature that mixed-methodology is the influential tool
in resolving multifaceted problems. However, depending too much on any single
method can challenge the reliability and validity of the results of any study
(Strauss and Corbin, 1998; Tashakkori and Teddlie, 2010).

3.3 Research Method and Approach

According to Saunders et al. (2009), there are two types of research approach,
namely, deductive and inductive. It is very important to associate both of the
research approaches to different research philosophies: deduction generally owes
more to positivism and induction owes more to interpretivism. Most notably,
Saunders et al. (2009) in this regard demonstrate that this sort of labelling can be a

potentially destructive and misleading and can turn out to be of no real value.
3.3.1 Deductive Approach: Theory Testing

Traditionally, in the deductive approach researchers usually examine existing
theories and concepts in order to justify the relationship among the variables or
simply, it involves the development of theory which is subjected to rigorous
reviews and tests (Saunders et al., 2009; Bryman and Bell, 2011). For this reason,
this approach dominates in the field of natural sciences where generally laws lay
the foundation of the explanations, allow the expectation of phenomena, envisage
their happening and consequently, license them to be controlled (Collis and
Hussey 2003).

In the deductive approach there is a real search to clarify the causal relationships
between the study variables (Collis and Hussey 2003). In many explanatory
studies, researchers have tried to establish the relationship between the variables
and then develop a set of hypotheses to test them (Bryman and Bell, 2011). To
test the developed hypotheses, the researcher generally employs another
characteristic, i.e. the collection of quantitative data. The key characteristic of this
approach is generalisation, wherein frequently researchers go from the general to
the particular case (Zikmund, 2002). To generalise the consistencies in human

social behaviour, it is necessary to select samples of sufficient numerical size and
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then to generalise the findings. Particularly, within the positivist paradigm
researchers mostly use a deductive approach to test theories, develop hypotheses

and collect data for analysis (Easterby-Smith et al., 1991; Saunders et al., 2009).
3.3.2 Inductive Approach: Theory Building

In an inductive approach, researchers usually interview respondents in order to
discover their experiences and understandings (Yin, 2009; Zikmund, 2002).
Simply, researchers try to build theories and concepts to frame research
hypotheses (Saunders et al., 2009; Sekaran and Bougie, 2010). According to
Bryman and Bell (2011), theory testing is related to quantitative research and
theory building is related to qualitative research. It is profusely evidenced in the
literature that the interpretivist paradigm usually follows the inductive approach
for finding a case, observing the situations, relationships and finally constructing a
theory to cover all cases in detail (Easterby-Smith et al., 1991; Saunders et al.,

2009). Figure 3.1 clarifies the dissimilarity between the two.

Deductive Approach Inductive Approach
( ) é N
Theory Data
\ J \ g
A A
( N é A
Hypotheses Hypotheses
\ J \ v
] I
é N é N

Data Theory
\ J \ J

Figure 3.1: Deductive and inductive reasoning
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3.3.3 Research Approach Employed in this Study

A detailed discussion of the research philosophy has helped the researcher to a
great extent to choose an appropriate research approach for the current study.
After a broad investigation on the features and advantages, the researcher has
chosen a deductive approach for the data collection to address the main research
question(s) of the study through a survey questionnaire. This research is
exploratory as well as explanatory in nature as it develops and examines the
relationship among the selected independent, intervening and dependent variables.
The researcher has developed a conceptual framework and a set of hypotheses to
test the relationships among the study’s constructs. In view of these facts, the
current study adopts a deductive approach on the grounds that the conceptual
framework and hypotheses are derived from the surveyed literature in the domain
(Saunders et al., 2009; Creswell and Plano Clark, 2011).

In addition, there are certain other grounds behind the selection of a deductive
approach for the present investigation. Firstly, this investigation examines the
relationship between the variables. Secondly, the ontological position
recommends that objectivism necessitates a social fact. Thirdly, supposition is a
part of human nature and they make this according to their surroundings and
determinism. Finally, there can be methodological concerns pertaining to the

measurement and recognition of the basic themes.
3.4  Why Quantitative Methodology: Justification

Broadly speaking, the deductive approach and gquantitative method are generally
used to substantiate and validate the developed hypotheses by using scientifically
accepted procedures to attain the study results. In fact, both are used to assess the
validity of the theoretical propositions outlined in the earlier investigations which
are already hypothetically tested (Tashakkori and Teddlie, 2010). According to
Collis and Hussey (2003), quantitative methodology generally relates to the
enquiries carried out on corporate issues and it also supports the testing of existing
theories and concepts, which are composed of several sets of variables. A
quantitative research is also drawn to establish the validity of theoretical
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generalisations, which at present is a common in the field of social science and
business studies (Neuman, 2013). More importantly, it is a widely used method in
the field of social sciences due to its ability to quickly predict the cause and effect

relationship among the study variables (Collis and Hussey, 2003).

As discussed in Section 3.2.2, epistemology firmly stresses hard human facts and
related reasons. Based on this assertion, this study highlights the practicality of the
quantitative perspective with regard to the facts and rationale of the social
phenomena. This is done to capture accurately the details of the empirical social
world because it is generally assumed that the social world is comprised of
empirical artefacts which can be recognised and measured through the approaches

driven from the natural sciences (Zikmund, 2002; Neuman, 2013).

Furthermore, to achieve the aim of this research, it was felt appropriate to identify
and understand the nature of talented FLMs’ attitudes and behaviours in the
workplace. However, previous chapters have also reported that numerous attitudes
influence talented FLMSs’ turnover intentions and actual turnover (behaviour).
This indicates that there are many organisational and individual factors that affect
talented FLMSs’ attitudes and consequently their behaviours (Park et al., 1994,
Abii et al., 2013). Thus, it is interesting to mention that the current study was
conducted on the talented FLMSs of the private banks of Pakistan, where they can
develop their attitudes and behaviours in order to fulfil their psychological, social
and financial needs. Thus, a need for an appropriate methodology would help to
comprehend precisely the talented FLMs’ attitudes, intentions and behaviours

from both psychological and financial perspectives.

This study is quantitative in nature as it collects numerical data and uses statistical
analysis to reach significant conclusions (Neuman, 2013). Selected HRMPs, i.e.
training, development, pay, promotion, recognition and job security, are examined
as independent variables. Besides, talented FLMs’ organisational commitment has
been used as a mediating variable, while talented FLMs’ turnover intention is a
dependent variable.
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Importantly, turnover studies carried out so far are mainly quantitative theory
testing using cross-sectional designs (Huselid, 1995; Khilji and Wang, 2007; Park
et al., 1994; Martin, 2011; Chew, 2004; Yamamoto, 2012; Trevor et al., 1997).
Based on these studies, the present investigation has been conducted from the
guantitative perspective to answer the main research question. The study follows a
quantitative method to explain in detail the context of the study. The explanatory
nature of this research, with its key objective of determining the perceptions,
attitudes and intentions of the FLMs, justifies the focus on quantitative tools, i.e. a
survey to know about the perceptions of FLMs for the analysis. Table 3.5 further

justifies the selection of the quantitative research for the present study.
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Table 3.5: Studies that help in justifying the use of quantitative methodology

Title, author(s), year

and journal name

Antecedents of turnover

Country and
organisation

Sample
size
Response
rate

Instrument

Findings

Organisational and
environmental
determinants of functional
and dysfunctional
turnover: Practical and
research implication.

Park et al. (1994), Human
Relations

Organisational
incentives, pay, fringe
benefits and employee
wellness programmes.
Environmental presence
of union directors, size of
company, unemployment
and Size of Company)

USA, Small
manufacturing
organisations

105

Questionnaire

The findings of this research
indicate that functional turnover is
negatively associated with pay and
positively associated with the
availability of individual incentives
whereas, dysfunctional turnover is
positively associated with the
availability of group incentives.

New evidence in an old
debate: Investigating the
relationship between HR
satisfaction and turnover.
Khilji and Wang (2007),
International Business
Review

Organisational HRMPs
T&D, recruitment, career
development, reward &
recognition performance
appraisal, job security
and management support.

Pakistan,
Local and
multinational

banks

508 from
12
organisati
ons

42%

Questionnaire

HRMPs are negatively related to
turnover. Employee age and
organisational performance are also
found to moderate this relationship
significantly. Good HRMPs were
helpful in reducing the turnover in
Pakistani organisations

Employee-organisation
exchange relationships,

HRM practices and quit
rates of good and

Poor performers.

Shaw et al. (2009),
Academy of Management
Journal

A direct relationship has
been examined in this
study between HRMPs
i.e. inducements and
investments, expectation-
enhancing and functional
and dysfunctional
turnover

USA,
Trucking
industry

Study 1 =
380,

response
rate 37%.

Study 2 =
363,

response
rate 25%

Questionnaire

Results disclose that inducements
and investments HRMPs are
negatively related to good
performers’ turnover, while
expectation-enhancing practices are
negatively related to talented
employees’ turnover in study 1 and
positive to poor ones in study 2
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Optimal and
Dysfunctional Turnover:
Toward an Organisational

Individual, organisational
and environmental

Hence, it is expected that talented
turnover rates of the employees for

Level Model. factors influence talented | USA i Conceptual the organisation W(_)u_ld rise if the
) Lo paper organisational, individual and

Abelson and Baysinger individuals to |eave the environmental factors are not

(1984) Academy of organisation handled properly

Management Review

Retaining Core Staff: HRMPs: Selection; Australia

The impact of human
resource practices on
organisational
commitment.

Chew et al. (2005)
Journal of Comparative
International
Management

reward & recognition,
career development and
job design.
Organisational factors:
leadership

behaviour, teamwork,
company culture and
work environment

Participating
organisations
were health-
care, higher
education,
manufacturing,
engineering
and high-tech

456

Response
rate was
57%
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Questionnaire

The finding of this investigation
recommends that all four HRMPs
(selection; reward and recognition,
career development and job design)
positively influence an employee’s
organisational commitment, which
ultimately reduces the turnover of
talented (core) employees.




Studies reported in Table 3.5 have demonstrated that a survey questionnaire
provides pertinent information with regard to employees’ perceptions of
organisational practices and even on their own attitudes and behaviours (Chew et
al., 2005; Khilji and Wang, 2007). Based on this, quantitative research has been
employed in this research, as it is a widely used approach in the management and
social sciences (Dumas, 1999). It is worth considering that quantitative research
spotlights the objective type of questions, the what, when, where, who etc. (Collis
and Hussey, 2003; Saunders et al., 2009). By looking at the research questions of
this study, it can be seen that all of them are objective in nature. Thus, the factors
above make a stronger case for this research to address the research questions

from the quantitative perspective.
3.5  Research Design

According to Creswell and Plano Clark (2011), a research design fundamentally
assists researchers to draw the limitations of the study, its setting, type of scrutiny,
unit of analysis and other associated study concerns. Yin (2009) also describes
that research design is an important part of reliable and valid investigation.
Furthermore, Cooper and Schindler (2001) have defined it as a plan of the
research project to investigate and obtain the answers to the developed research
questions. According to them, there are three main types of research designs,
namely, exploratory, descriptive and causal or explanatory research design; these

are briefly discussed below.
3.5.1 Exploratory Research

In most circumstances, exploratory research is typically conducted to obtain the
contextual information about the research problem. Researchers usually develop
hypotheses rather than only testing or confirming the hypotheses (Neuman, 2013).
Moreover, exploratory research seeks to identify the research problem or to

address an issue when little or no prior research has been done to offer enough
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information about the subject under scrutiny (Saunders et al., 2009). In fact,
exploratory research design mainly focuses on disclosing new ideas and insights
about any proposition. Thus, it is beneficial when the researcher does not know
the essential variables to be investigated (Creswell and Plano Clark, 2011). It must
be flexible to gather different aspects about a research problem. It follows three
methods: a search of the literature, interviewing subject experts and conducting
focus group interviews to explain the phenomena thoroughly (Saunders et al.,
2009).

3.5.2 Descriptive Research

Descriptive research portrays the features of a certain problem, event, individual
or group (Denzin and Lincoln, 2011). Descriptive research offers an explanation
of the position of the affairs as they exist. Researchers mostly seek to collect data
about some factors for example, frequency of shopping and demographic
questions (Fraenkel and Wallen, 2006; Yin, 2009). It is mainly related with
counting or frequencies. For collecting this sort of data, researchers employ
survey methods for the purpose of comparative and correlation analyses (Neuman,
2013). Researchers often use descriptive research to explain the characteristics of
the study participants and also to determine the frequencies, percentages, averages
and standard deviations of the selected variables. It is also important to explain
here that descriptive research could not explain the relationship among the study
variables (Saunders et al., 2009; Neuman, 2013).

3.5.3 Explanatory (Causal) Research

In explanatory research, the researcher normally aims to answer the question of
why some variables have an effect on the other variables. Or simply, it seeks to
test a theory which is a set of clearly organised principles, rules, assumptions,
statements and propositions that are basically used to clarify, describe and predict

any phenomenon. Numerous prior theories demonstrate the critical effects of the
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relationships between the variables or constructs. They hypothesise the direction
of the relationship (positive or negative) and the strength and causal relationship
between or among the variables. In explanatory research, investigators usually
measure these variables and provide evidence to approve or reject the developed

hypotheses.
3.5.4 Suitable Research Design for the Current Study

Exploratory and explanatory research designs are found suitable for the current
investigation as in this study the researcher develops the hypotheses and in
addition it also tests the relationship among the variables. Specifically,
exploratory research seeks to identify the research problem or to address an issue
when little or no prior research has been done to offer enough information about
the subject under exploration (Saunders et al., 2009).