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Abstract

The primary objective of this study was to investigate the influence of organizational culture,
supervisor behavior, and HRM practices over the employee turnover intentions of the NGOs sector in
Sindh, Pakistan. A guestionnaire survey, adopted from prior studies for data collection was used to
carry out current research. The questionnaire was based on close-ended questions, having a seven-
point Likert-type scale. The convenient sampling (an item of non-probability sampling) was used to
collect data. A total of 180 questionnaires were distributed among employees of the NGOs sector, out
of which 121 questionnaires were considered fit for data analysis and further interpretations.
Initially, the data was processed in SPSS version 22.0 for analyzing descriptive statistics, whereas,
the model was tested in SEM Smart-PLS. The organizational culture, supervisor behavior, and HRM
practices were the significant predictors to reduce employee turnover intentions. While HRM
practices and supervisor behavior contribute to decreasing employee turnover intentions.
Furthermore, this study explained the interconnection of various factors such as, organizational
culture, supervisor behavior, and HRM practices that cause employee turnover intentions, which were
realized by actual employee turnover. The investigation provided explanations about why NGO
employees intend to quit. Referring to empirical findings of current research, it is highly likely that
NGOs might be able to reduce employee turnover. This research addressed specific circumstances of
NGOs that cause high employee turnover, particularly in Sindh, which may be generalized at the
country level.
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Intentions, and Employee Turnover

Introduction

Employee turnover intentions have attracted the attention of researchers and corporate officers of HR
in the last few decades (Price, 2001). Researchers and corporate officers are interested to know about
reasons that why employee turnover intentions occur at the workplace (Mobley et al., 1979).
Employee turnover intentions hurt employee performance as well as reduces employee morale to
work more for the organization (Griffeth et al., 2000). It prevents employees not to keep constructive
thinking about the organization. Almost all employees engage themselves in search of alternate
opportunities available in the market (Hom, et al., 2012). Turnover is realized when employees leave
the organization. It is worst for an organization when its employees are frequently leaving their jobs
and finding opportunities in a similar type of organization and even joining similar kinds of positions
(Vandanberg & Nelson, 1999: Salleh et al, 2020).

The most common causes for employee turnover intentions are organizational culture,
supervisor behavior, and HRM practices. Which are directly related to employee turnover intentions
(Chen, 2001). Especially, when these are not good at work such as employees are not treated fairly at
work, there is no appreciation and encouragement in the organizational culture, the supervisor is not
supportive and best guide for employees, employees are not recruited and selected in a rightful way
they are not trained as per their job needs, compensations are not good compared to other similar
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organizations, performance is not evaluated based on merit, increments and promotions are not
awarded based on performance. Ultimately employees get depressed at work and their performance
declines, they bring ideas in their minds to search for another opportunity in the market that will pay
them well rather than stay on the present job in the current organization. To stay on the present job in
the current organization would be a great sacrifice that is unbearable for those who can easily find
opportunities in the market (Abagelan & Tullu, 2020).

Research Gap

There is a lack of empirical study and literature review on the topic of employee turnover intentions,
especially in the context of Pakistan. Only a few relevant studies are available, which were undertaken
in the banking sector of Sindh and Punjab (Rizwan et al., 2014; Mahesar, 2015). Since there is no
research carried out on the NGOs sector of Sindh, Pakistan. It was suggested that further research
should be undertaken on the topic of employee turnover intentions in the private sector of Pakistan
(Jhatial et al., 2012). This study is about employee turnover intentions in the NGOs sector of Sindh,
Pakistan. This study will help to bridge the gap by providing solutions related to employee turnover
intentions specifically for the NGOs sector of Sindh and generally for Pakistan.

Objectives of the study

1. Identify the impact of organizational culture on employee turnover intentions.
2. Identify the impact of supervisor behavior on employee turnover intentions.
3. Identify the impact of HRM practices on employee turnover intentions.

4. Identify the impact of organizational culture on HRM practices.

5. Identify the impact of supervisor behavior on HRM practices.

Literature review

Organizational culture

Organizational culture is the set of values, beliefs and norms shared and practiced by organizational
members within the organization to identify organizational goals and achieve them with the efforts of
employees and management (Hofstede, 2011). Shared beliefs and values are exercised within the
organizations which form behavior patterns of employees. Employees adapt organizational culture to
identify and achieve set goals of the organization (House, R.J. et al., 2004). A supportive
organizational culture is indeed a motivational factor that prevails in the organization and encourages
employees to achieve goals by contributing valuable inputs in their jobs and remain attached with the
organization for a long time (Inglehart, 1997). Organizational culture is the cooperative process that
divides employees into many groups within organizations so that they adjust with other group
members and working with them to achieve organizational goals (Hofstede, 2011: Sabuhari, 2020).
Supervisor behavior

At present management of organizations needs efficient supervisors who influence employees to
achieve organizational goals (Gilbreath, 2005). A supervisor who behaves employees well wins trust
and compels them to accomplish organizational goals. Almost all organizations face turnover
problems nowadays that caused by numerous factors, for instance, unsupportive supervisor behavior,
bad working environment, job dissatisfaction, compensation disparity in the labor market, and many
more (Hoobler, 2006). Despite the factors connected with internal and external sources of job
dissatisfaction. Resultantly to run the business triumphantly on the job satisfaction principle which is
the way to reduce employee turnover (Jansson, 2006). Employees put all their efforts possible in
performing good jobs which are hardly perceived and in consequence increases job dissatisfaction.
Critical organizational decisions with few or no employee involvement, this attitude scatters rather
than holds employees with the organization, (Karimi et al., 2011: Sardar & Mahdi, 2020).

HRM Practices

Nowadays, the world is growing to be more competitive and uneven. Organizations are trying to gain
a competitive advantage at every cost and moving towards more innovative sources of HRM
practices, (Sun & Law, 2007). HRM practices have been explained in numerous ways. HRM practices
as a system that fascinates, improves, inspires, and keep employees in the organization for a long time
to make sure the effective carrying out the operations of the organization (Wood & Wall, 2002;
Ahmed et al, 2020; Da Silva et al, 2020 and Amin & Rubal, 2020).

Recruitment and selection can be defined as the process of inviting applications and creating a pool
of candidates for vacant jobs. It is not a simple process of selection but it needs decision making and
comprehensive planning so that suitable candidates to be appointed on suitable positions especially
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whose skills and qualification meet with the job and having enough talent to work for the organization
(Mahesar, 2015). Organizations that are competing with each other design new and transparent ways
to attract people to work for the organizations. Thus, the candidates who have the potential to be
appointed on various jobs with the right level of skills and competencies to run the organizational
routine activities. Selected candidates are provided orientation with existing staff members, overall
departments of the organization, what the organization wants to be in the future with what strategic
planning, and what the organization expects from employees to do at work (Price, 1986).

Training can be defined as teaching new employees basic skills of the job or developing the skills,
abilities, experience, and expertise of the existing employees (Lemons & Jones, 2001). Training is
equally important for both new and existing employees (Inbal & Bacharach, 2011). Training brings
improvement in employee’s knowledge. Employees feel satisfied when the training is continuously
exercised by the employer. Employees increase knowledge by learning new things and improving the
experience at work (Wood & Wall, 2002). Training helps employers to achieve organizational goals
and keeping employees attached to their jobs. An organization that has an extensive training program
for all levels of managers and employees throughout the year. Its employees are fully groomed to
perform their jobs and they easily understand what the organization expects from them. They deliver
to the organization according to its expectations (Meyer & Herscovitch, 2001).

Compensation can be defined as the outcome of services, employees receive in the form of wages,
salary, and other monetary rewards from the employer in return. By which they satisfy the needs and
wants of their entire family. Employees contribute well to their jobs who remain happy at work.
Satisfied employees help an organization to achieve goals and improve performance (Luthans &
Sommer, 1999). Compensation is determined in the employment contract when an employee accepts a
job offer by reading all the terms and conditions which are written therein. Payments are made on the
work done by the employee for the organization. Attractive pay and packages keep employees
committed to their jobs (Meyer & Herscovitch, 2001).

Performance Appraisal can be defined as the process of evaluating the performance of an employee
concerning assignments given by the management of the organization (Dole et al., 2001).
Performance appraisal is the process of assessing the work performance of an employee within the
organization as per given task to allocate rating numbers which will help management to increase
salary or rise grade or status within the organization (Wood & Wall, 2002). An organization
effectively achieves its goals by identifying, evaluating, and developing the work performance of its
employees. Employees remain happy with the organization when it achieves desired goals and
simultaneously contribute to employees in terms of rising pay, packages, and grades. Nothing can
keep employees delighted except monetary benefits, which is the primary factor that makes them
happy at work, and secondary factors are appreciation, proper support, career guidance, and planning
(Sun & Law, 2007).

Employee turnover intentions

Employee turnover intentions are described in a way that when an employee makes an intention to
leave the present job and search for a new job in the market that pays more to an employee as
compared to a previous job (Riley, 2006). Individuals make the intention to leave the organization
when they experience various anxieties and stresses related to the work environment, poor support,
and lack of career growth, professional justice, the disparity in inputs and outcomes of the job
(Samad, 2006). Especially employee turnover intentions are formed with the time spent in the
organization (Mahesar, 2015). Employees make perceptions to look for better alternatives available in
the market (Rizwan et al., 2013). Previous research conducted on the topic of employee turnover
intentions revealed that employee turnover intentions are the most important predictors of actual
employee turnover (Griffeth et al., 2000).
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Theoretical framework and Hypotheses

—
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HRM Practices

Figure 1: Theoretical framework

Hypotheses

H1= Organizational culture is negatively related to employee turnover intentions.

H2= Supervisor behavior is positively related to employee turnover intentions.

H3= HRM practices are positively related to employee turnover intentions.

H4= Organizational culture is positively related to HRM practices.

H5= Supervisor behavior is positively related to HRM practices.

Research design

Research design is the systematic, clear, and well-organized procedure by which the data can be
collected through primary or secondary means and analyzed by SPSS. Research design helps
researchers to plan for data collection, measurement, and analysis and effectively achieve all steps
which were set out. Research design helps researchers to know the research activities in advance that
will be carried out efficiently and effectively within appropriate time and resources and it helps the
researcher to write a hypothesis and test them accordingly (Myers, 2009).

Methodology: This study is cross-sectional and quantitative. Data were collected by close-ended
guestionnaire based on a seven-point Likert-type scale, containing 27 question items related to 4
variables i-e, organizational culture, supervisor behavior, HRM practices, and employee turnover
intentions. Data were analyzed by SPSS and SEM smart PLS. Exploratory and descriptive analysis
was done by SPSS and the Model was tested by SEM smart PLS.

Population: Holistic group of people who have shown interest in the research study to supply input
and based on that results can be generalized is considered as population (Polit & Hungler, 1999). The
target population for this study was employees of the NGOs sector from Sindh, Pakistan.

Sample and sample size: Sample is the subset of the entire population that is drawn from the
population to represent it as a whole (Wood & Haber, 1998). The sample size for this study was 121
employees of the NGOs sector from Sindh, Pakistan.

Measurement: A questionnaire survey method was used for data collection based on a seven-point
Likert-type scale. It was distributed among the target population of the study. There were four parts
of the questionnaire related to organizational culture, supervisor behavior, HRM practices, and
employee turnover intentions. Organizational culture was measured by 08 question items, supervisor
behavior was measured by 04 question items, HRM practices were measured by 10 question items,
and employee turnover intentions were measured by 05 question items. Organizational culture items
were taken from (Denison, 1990). Supervisor behavior items were taken from (Churchill, Ford, &
Walker, 1974). Employee turnover intentions items were taken from (Cammann et al., 1979; Mathieu
& Zajac, 1990; Griffeth et al., 2000; Lambert et al., 2001; Chew et al., 2005; Yu et al., 2005). Iltems
were measured on seven points Likert-type scale number 1 showing strongly agree and number 7
showing strongly disagree.

Results and discussions

By descriptive analysis mean was determined for 27 question items. The threshold value for
significant mean value is 3.5 at which items were considered fit for further analysis. All items were
found fit and significant with above or equal given threshold value of mean except item number 3 of
employee turnover intentions, whose mean value declined from its threshold value. Thus it was
removed from further analysis. By exploratory analysis corrected item-total correlation was
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determined for 27 question items. The threshold value for significant corrected item-total correlation
value is 0.19 (Kehoe, 1995, Ebel & Frishie, 1986; Ray, 1982). All items were found fit and significant
with above or equal given threshold value except item number 3 of employee turnover intentions,
which was measured with a negative value of corrected item-total correlation. Thus it was removed
from further analysis and all other items were considered fit for further analysis.

Table 1: Reliability of the instrument

Variables Cronbach’s Alpha Value
Organizational Culture (OC) 08 items 0.880
Supervisor behavior (SB) 04 items 0.911
HRM practices (HRMP) 10 items 0.930
Employee turnover intentions (ETI) 05 items 0.784
Aggregate reliability (Total items 27) 0.713

180 questionnaires were distributed among employees of the NGOs sector, out of which 121
guestionnaires were considered fit for data analysis and interpretation. Data analyzed through SPSS
and Smart PLS. Descriptive and exploratory analyses were done through SPSS and the model was
tested by SEM Smart PLS.

The demographic information of the participants is given below in the following table.
Table 2: Demographic information of the participants

Demographics Categories Frequencies Percentage
Gender Male 98 81
Female 23 19
Marital status Married 71 58.7
Single 50 41.3
Age 20-29 39 32.23
30-39 62 51.24
40-49 18 14.9
50 or above 02 1.7
Education Below Bachelor 01 0.83
Bachelor 42 34.7
Masters 69 57
M.Phil./PhD 09 7.4
Experience Less than 1 Year 10 8.3
2-10 years 82 67.8
11-20 years 25 20.7
21-30 years 02 1.7
31 and above 02 1.7

Male employees were more than female employees with a percentage of 81 out of 100.
Married employees were more than single employees with a percentage of 58.7 out of 100. The
majority of the employees were between the age group of 30-39 years with a percentage of 51.24 out
of 100. Most of the employees were master's degree holders with a percentage of 57 out of 100. The
majority of the employees were between the experiences of 2-10 years with a percentage of 67.8 out
of 100 who had participated in filling out the questionnaire survey.

Table 3: Factor loading

Variable Item Loading

Organizational culture OC1 0.8225
0ocC2 0.782
0C3 0.7708
0oc4 0.8557
0C5 0.7818
0C6 0.8529
oc7 0.6965
0OcCs 0.7978

HRM practices HRMP1 0.891
HRMP2 0.7755
HRMP3 0.8689
HRMP4 0.8673
HRMP5 0.8735
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HRMP6 0.663
HRMP7 0.8503
HRMPS8 0.8223
HRMP9 0.896
HRMP10 0.8503
Supervisor behavior SB1 0.8645
SB2 0.8756
SB3 0.9071
SB4 0.8781
Employee turnover Intentions ETI1 0.9742
ETI2 0.9283
ETI4 0.9514
ETI5 0.6733

This table shows the factor loading of all items measuring a given construct, where items
were loaded in their construct. Literature suggested that the loading value should be greater than 0.7
(Hair et al., 2010). Thus all of the items were loaded with more than significant threshold loading
value as it was suggested by literature except HRM practices item 6 and employee turnover intentions
item 5 which were loaded a little weaker but both were considered because both were very close to
the significant loading values. Factor loading is also known as item variable correlation.
Table 4: Average Variance Extracted, Composite Reliability, R Square and Cronbach’s Alpha

Variable AVE Composite R Square Cronbach
Reliability Alpha

oC 0.6343 0.9326 0.0000 0.9170

HRMP 0.7030 0.9592 0.6983 0.9522

SB 0.7770 0.9330 0.0000 0.9048

ETI 0.7924 0.9374 0.3784 0.9092

This table shows Average Variance Extracted (AVE), R square, Composite reliability, and
Cronbach’s alpha measured for each of the constructs of the study. Literature suggested that the AVE
value should be greater than 0.5 (Fornell & Larcker, 1981). Composite reliability and Cronbach’s
Alpha values should be greater than 0.7 (Nunally, 1978). R square was used to find out how much
variability is described by independent variables (Hair et al., 2006).

Table 5: Convergent and discriminant validity (Latent variables)

oC HRMP SB ETI
oC 0.890169 000 000 000
HRMP -1.4958 0.838451 000 000
SB 0.2474 0.5419 0.79643 000
ETI 03865 -0.1184 0 0.881476

This table illustrated that all the constructs had higher convergence of measures on their own
proposed construct than on the unintended constructs, which showed that the constructs were
correctly operationalized and relatively distinct (Chin et al., 2002).

Table 6: Total Effects Model

Total Effects Beta Standard Error (SE)  T-Statistics
OC->ETI 0.1881 0.1555 1.2103
HRMP->ETI 0.4464 0.2031 2.1974
SB->ETI 0.4193 0.1437 2.918
OC->HRMP 0.6066 0.1088 5.5768
SB->HRMP 0.2952 0.1108 2.6639

This table displayed the structural model and the result of five hypotheses that had mentioned in it.
H1= Tested the relationship of organizational culture with employee turnover intentions, which was
found insignificant and negative between both variables. Thus it was rejected on the ground that lower
the t-statistics value from 1.96, which was considered to be the significant threshold value at which
any hypothesis accepted.

H2= Tested the relationship of supervisor behavior with employee turnover intentions, which was
found significant and positive between both variables. Thus it was accepted on the ground that higher
the t-statistics value from 1.96, which was considered to be the significant threshold value at which
any hypothesis accepted.
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H3= Tested the relationship of HRM practices with employee turnover intentions, which was found
significant and positive between both variables. Thus it was accepted on the ground that higher the t-
statistics value from 1.96, which was considered to be the significant threshold value at which any
hypothesis accepted.

H4= Tested the relationship of organizational culture with HRM practices, which was found
significant and positive between both variables. Thus it was accepted on the ground that higher the t-
statistics value from 1.96, which was considered to be the significant threshold value at which any
hypothesis accepted.

H5= Tested the relationship of supervisor behavior with HRM practices, which was found significant
and positive between both variables. Thus it was accepted on the ground that higher the t-statistics
value from 1.96, which was considered to be the significant threshold value at which any hypothesis
accepted.
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Conclusion
Employee turnover intentions are generally defined as an employee keeps ideas in mind to leave the
current organization and looks for another alternate opportunity in the market that pays equal or more
than the current organization (Mobley et al., 1979). Employees experience a variety of problems at a
current organization related to organizational culture, poor support of supervisors, the disparity in
performance evaluation, lack of career growth and future opportunities and in the aftermath they make
intentions to leave the present job and look for another job that pays better than the existing
organization (Rizwan et al., 2013). The consequence of employee turnover intentions will be the
actual employee turnover, it will be realized when they leave the organization in quest of better
opportunity (Mahesar, 2015).

Employees make stay decisions when there is the existence of proper support and guidance
found by employees, a good organizational culture based on the belief that there must be love, care,
friendship, communication, and cooperation among employees of the organization, employees remain
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happy when they paid handsomely at work, receive rewards and awards timely, receive training on the

assignment of a new task (Ashiq et al., 2012). Employee turnover intentions are formed with time

spend in the organization, employee learn a lot during the period of the job (Mahesar, 2015).
Employee turnover intentions in the NGOs sector of Sindh, Pakistan were experienced mostly

due to supervisor behavior and HRM practices, which were the main causes of employee turnover
intentions that will be realized in the form of actual employee turnover. Employee turnover was
considered as the greatest loss of the organization when its employee is frequently leaving jobs after
getting groomed to play a meaningful role for any organization. Leaving employees were trained fully
by the previous organization when an organization needs their valued services for which it had
developed their skills and abilities, they made intentions to leave due to a variety of reasons related to
supervisor behavior and HRP practices. Since they were happy with the context of organizational
culture, which was predicted as a cause of employee turnover intentions. NGOs-type organizations
hire supervisors and employees for project-based assignments. Since their services remain for the
organizations for short durations. Thus NGOs type organizations focus on supervisor’s behavior and
HRM practices which are perceived variables of employee turnover intentions in such organizations.
Theoretical Implications
This study investigated the impact of organizational culture, supervisor behavior, and HRM practices
on the employee turnover intentions of the NGOs sector in Sindh, Pakistan. The theoretical
implications of this study are that this research will contribute to the extant literature on organizational
culture, supervisor behavior, and HRM practices over employee turnover intentions of NGOs sector in
general and NGOs sector in Sindh Pakistan in particular. Moreover, referring to the empirical finding
of current research NGOs in Sindh might be able to reduce employee turnover. Similarly, the
policymakers of NGOs in Sindh might be able to devise different policies regarding supervisor
behaviors, employee turnover intentions, and contemporary HRM practices, and so on.

Limitations and Future Research Directions.

The limitation of current research is that this study focused on NGOs in Sindh only. A study at the

country level NGOs sector will further help to understand organizational culture, supervisor behavior,

HRM practices, and employee turnover intentions to help policymakers in the social development

sector. Moreover, in the future, a comparative study between two or more than two developing

countries can further depict a broader picture of issues related to organizational culture, supervisor
behavior, and HRM practices over the employee intentions in the social development sector.
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