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Abstract:

Background: Turnover intention has the possibility to have destructive effects on the life of nurses, healthcare
organizations and societies in general. It is considered as one of the major problems that many organizations face,
because higher costs and losses could happen because of turnover intention. All over the world, nurses shortage in
increase. Organizational factors such as leadership, advancement opportunities, and pay level are among the most
connected to the nurses turnover intention.

Purpose: The purpose of the study is to explore the relationship between organizational factors (leadership,
advancement opportunities, and pay level) and turnover intention.

Design: Six hundred nurses working at public hospitals in Jordan, selected randomly, using survey method.

Findings: This study revealed that there is a significant relationship between leadership and pay level on turnover
intention of nurses and insignificant relationship between advancement opportunities and turnover intention
among nurses.

Conclusions: This study showed that organizational factors (leadership quality, pay level, and career
advancement) are related to turnover intention. As such this study contributes to shedding a light on the activities
of human resource management such as work conditions, stress management, and development of anti-turnover
policies. This study therefore contributes to turnover intention literature in the context of the Middle East,
particularly the healthcare industry is largely dependent on its nurses in enhancing healthcare services for
individuals and in developing the industry.
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1. Introduction

Turnover intention is one of the major problems that many organizations face, because higher costs and losses
could happen as a result of turnover intention, and since there are direct and indirect costs, both costs are critical,
complicated, and serious. Direct costs are thing such as replacement, and recruiting temporary staff; indirect costs
could be more problematic, such as the moral cost of training and service quality (Morrell et al., 2004). According
to one estimate, the cost of employee turnover in the United States of America is around $5 trillion annually (Frank
et al., 2004).

Nursing workplaces all over the world are one of the densest in the healthcare sector, more than 2 million in US, 1
million in Japan, and in Jordan 16000 RNs, while the total nursing workforce in Jordan is 27300 nurses and
midwives. The International Council of Nurses (ICN) and WHO stated respectively in 2002 and 2007 that the
situation in the nursing workplace is a crisis one marked as a result of nurse shortages; moreover, in the long-run,
the supply of nurses will not be able to top up the shortage, and education programs all over the world are also
characterized by the scarcity and lack of nursing faculties (MOH, WHO, 2011). Scott (2001) outlined the
consequences of the nurse shortage as a global phenomenon: higher rate of patient morbidity and mortality, failure
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to mitigate patient’s pain, poor productivity, and cost containment. Previous studies indicate that voluntary
turnover intention is influenced by many factors. Maertz (2001) stated that environmental, individual, structural,
and job-related variables have been considered as possible determinants of turnover intention (Price, 2001).
Organizational factors such as leadership, advancement opportunities, and pay level are among the most connected
to the nursing workforce in Jordan (Hayajneh et al., 2009).

In addition, Najera (2008), who suggested that there were significant differences in intention groups (to leave or to
stay), found that promotion was one major issue; moreover, promoting a dialogue is any talk about getting a higher
position, or about advancing in their present position. Najera (2008) also suggested that factors like promotion
opportunities and bonuses that distinguish and reward employees based on their performance were recognized as
significant in determining whether individuals are likely to stay or leave their job. Zhao and Zhou (2008) proposed
that career advancement or promotion opportunities had an influence on turnover decision through diverse
approaches like current career level, upward mobility, and future career advancement. What’s more, Supervisors
and managers in nursing workplace are working as model and mentor. They are responsible to deal with, directing
and working out all issues in their units along with their job in future planning in the strategic level. Kotter (1999)
and Bass (1990) pointed out that there is significant correlation between leadership style and job satisfaction.
However, even the direct correlation between turnover intention and leadership behavior is weak but still in
somehow a relationship between leadership behavior and turnover intention among nurses. Leadership also has a
direct effect on creating a work climate that could affect job satisfaction, and this in turn will affect staff turnover
intention.

On the other hand, rewards system in any organization is the technique to barter the employee’ services in their
efforts to achieve the organization’s objectives, by the organization’s rewards and compensation system, however,
monetary pay is the most common and the most important element. There is no doubt that pay can be the most
significant motivation factor, and the best element to encourage the employees to stay and increase the retention
level among them (Lum et al., 1998; Bartol & Locke, 2000; Graham & Welbourne, 1999). Previous studies have
shed the lights on phenomena of increasing the employment turnover rate in the nursing sector as an emerging
problem deserving to be considered. the International Council of Nurses (ICN) and World Health Organization
(WHO) stated respectively in 2002 and 2007 that the situation in nurses’ workplace crisis—one marked as a result
of nurse decisive shortage, moreover, in the long run supply of nurses will not be able to top up the shortage,
because the education programs all over the world which also Characterized by the scarcity and lack of nursing
faculty (Darawad, 2009; Buerhaus et al., 2007).

Additionally, the majority of studies on nurses’ intention to leave were conducted in the united states of America
and western countries, and a little some in the middle east region. Aiken et al. (2002), in their study about nurses’
job satisfaction, pointed out that 41% of the nurses in the USA and 32.9% of the Canadian nurses are dissatisfied
with their job. If this is the situation in developed countries, what is the situation in developing countries. Moreover,
the global turnover rate among nurses is different from year to another. In U.S.A it was 56% in 2002, while in UK
it was 22%, and in Jordan it was 37%, which means it is a serious problem in Jordan as well as all over the world.
It is a critical problem for Jordanian hospitals, however, very few studies have been done to investigate this issue,
while the size of this problem keeps getting bigger and bigger in Jordanian hospitals. Moreover, this issue covers
the entire health sector of the country. This issue should be deeply investigated, and further studies should be
conducted to provide more evidence of the findings of previous studies, and to present better explanations of the
factors that affect nurses’ turnover intention in Jordan. Besides, future studies should explore the different factors
that cause the difference in turnover intention rates in the Jordan nursing workplace where the official
unemployment rate in Jordan is around 13.5 per cent (Jordanian National Institute for Training, 2012), while some
non-governmental sources claim it is around 20 percent. The situation in Jordanian nursing is no better; according
to Hayajneh et al. (2009), the turnover intention rate among Jordanian nurses was 36.6% (37% female RNs and
36.2% male RNs) (Hayajneh et al., 2009). Theoretically, scholars have paid attention into turnover intention or
intention to leave toward the actual turnover behavior and the antecedent’s factors specifically (Richer, Blanchard,
& Vallerandi, 2002). What is more, turnover intentions has been studied by previous scholars more than actual
turnover because both employees and employers are aware of their decision before actually leaving their jobs, to
implement a proper prevention policy (Mor Barak, Nissly, & Levin, 2001; Awang, Amir, & Osman, 2013). This
study aim to investigate the influence of organizational factors (leadership quality, pay level, and career
advancement) among nurses (RN’s) at public hospitals in Jordan.

2. Methodology
The research design refers to the fundamental methods, techniques, and procedures of data collection and analysis
(Zikmund, 2010). Thus, a cross-sectional correlational survey is employed. In this study, the registered nurses who
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working in public hospitals in Jordan are requested to respond to items concerning themselves and their work
environment through a five-point Likert scale form strongly disagree to strongly agree. Therefore, a questionnaire
was developed wherein the statements required the respondents to select the answers from a five point scale
encapsulating all the study variables. The survey was designed to measure four instruments employed and adapted
from prior studies; advancement opportunities (Landau & Hammer, 1986), leadership (Ekvall & Arvonen, 2007),
pay level satisfaction (Henerman & Schwab, 1985), and turnover intention (Takase, 2006). Regarding the
reliability of these four instruments as mentioned up, the Cronbach alpha were as following; turnover intention
0.79, (Takase, 2005), advancement opportunities 0.76 (Landau & Hammer, 1986), leadership reliability between
0.86 and 0.94 in all previous studies (Ekvall & Arvonen, 1990), and Pay level, Cronbach’s alpha was found in
three different groups = 0.94, 0.95 (Heneman & Schwab, 1985).

2.1 Sampling Design

The study population is comprised of registered nurses (RNs) working in public hospitals run by the Ministry of
Health in Jordan (MoH). A total of 31 hospitals employing 3586 RNs are located in the twelve provinces of the
country (MoH, 2011). According to the rule of thumb laid down by Krejcie and Morgan (1970), a sample size of
346 with a confidence level of 95% and an error level of 5% is proposed for a population size numbering 3500.

In Jordan, there are thirty one public hospitals (MoH, 2009), with 3586 registered nurses working in them. These
hospitals are located in three regions: the northern, the middle and the southern. For sample selection, the
appropriate number of questionnaires to be distributed was determined to be 600 to make get the minimum
questionnaires required for data analysis. The study instrument was primarily modified, in terms of language, to
align with certain aspects of Jordanian hospitals. Accordingly, back-to-back translation was conducted to match
the capabilities, proficiency, and academic background of the respondents.

2.2 Response Rate

A total of 600 Jordanian RNs were involved in completing the questionnaire. Of these, 137 questionnaires were not
usable because they had not been properly completed the main questions related to turnover intention, and other
factors. Owing to the voluntary filling of the questionnaires, some nurses were upfront in their refusal to cooperate,
and the nurse section manager was left to apologize for the low rate of response. Additionally, because of the
hospital’s heavy work load, particularly in the emergency unit, surgery unit, and other units, the nurses did not
have enough time to contribute to the research. However, from the 600 distributed questionnaires, 463 were
considered appropriate for data analysis (representing a 77% response rate).

2.3 Profile of Respondents

There are seven main items of sample characteristics in this study: gender, age, marital status, professional nursing
experience, education, current work position, and number of night shifts per month. The outcome, after analyzing
the demographic variables, is presented in this section. The final total sample was comprised of 277 female
respondents (60.2%) and 183 male respondents (39.8%). Among the female nurses, the majority of the study
sample study, nearly half (49.3%) were between the ages 0f20 to 29 years old and nearly two thirds (64.3%) were
married. The remaining 33.3% were unmarried and 2.4% were divorced. A significant proportion of the sample
(84.8%) were employed as RNs while some worked as chief of shift (6.7%), chief of nurses (2.6%), and
supervisors (5.9%). Additionally, a majority of the nurses (71.3%) worked more than 4 night shifts in a month and
the remaining 30.9% worked more than 10 night shifts in a month. Of the total sample, 97.2% hold a bachelor’s
degree and 2.8% hold a master’s degree. The majority of the sample study (38.5%) had been working less than five
years as nurses; 29.6% had been working for 6-10 years; 19.1% had been working for 11-15 years; 8.5% had been
working for 16-20 years; and finally, a mere 4.3% had been working for over 2 decades.

3. Data Analysis

A factor analysis was used for all dependent and independents variables. Owing to the factor analysis objective of
presenting the underlying relationships between variables, if an item in the questionnaire failed to correlate with
any of the other items at the level of 0.3 or more, it was not included in the analysis (Kinnear & Gray, 1999). This
step has been taken as a recommendation of Podsakoff, MacKenzie, & Podsakoff (2012) to insure that the method
common variance not occurs. Then, in order to identify the relationship between leadership, pay level, and
advancement opportunities and turnover intention, the researcher conducted a multiple regression analysis. In this
regard, the multiple correlation (R), the squared multiple regression (R’), along with the adjusted squared multiple
regression (Rzadj) shows the level to which the combination of independent variables predict the dependent one.

As presented in Table 1.1, the regression equation of all predictions is significant where R = 0.47, R’ = 0.22, Rzadj
=0.21,F = 18.67, p< .001. This shows that multiple coefficients between the predictors and dependent variable is
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48% with all predictors constituting 22% of the variation in turnover intention.

In addition, the model generalizability in another population was at 0.22%. Thus, the R’ value showed a decrease
0f 0.012 in the R’ a¢j, €vidence that the model’s cross validity is fine. Based on the significant F-test, the relationship
between the dependent and independent variables is linear with the dependent variable significantly predicted by
the model. In detail, the F-test result [F = 18.67, p < .001] indicated the overall prediction of the independent
variable of the dependent one despite the lack of information concerning the significance of every individual
independent variable. Each predictor’s contribution is displayed in Table 1.1 and reflects the standard regression
weight of each predictor in the regression equation (Green and Salkind, 2008). Among the six predictors, the
greatest and most significant standardized beta coefficient was displayed by depressive symptoms (B =.20, t =4.13,
p =. 001), indicating that it is the most significant turnover intention predictor. This is followed closely by
discrepancy (p=.19, t=4.17, p=.001), leadership (f=-.18, t=-3.63, p=.001), pay level(p=-.13, t=-2.77, p=.001).

Overall, the six-predictor variables impacted the dependent variable in the manner postulated in the hypotheses.
Thus, it can be stated that turnover intention occurs when nurses perceive a high role of discrepancy, high
depressive symptoms, high work/home interference, low leadership, low advancement opportunities, and finally,
low level of pay. The entire hypotheses from 1-6 are supported by the study findings.

Table 1. Result of regression analysis

Coefficient
Model Beta T Sig. VIF Durbin-Watson
1 (Constant) 6.748 .000 1.764
Leadership -.176 -3.631 .000 1.175
Pay level -.133 -2.770 .006 1.158
Advancement opportunities -.092 -1.924 .055 1.153

Note. R=0.47, R’= 0.22, R 4= 0.21, F= 18.67

4. Discussion

This study proposed that leadership negatively impacts turnover intention. Leadership is the primary factor that
can drive the organization to achieve its objectives and enhance its advantage among its competitors (Zhu et al.,
2005). In the present study, the researcher examines leadership among nurses in terms of its degree of importance
in their stressful work environment and its effect on turnover intention. Based on the finding, leadership impacts
turnover intention significantly and this is consistent with the claims of prior researchers who dedicated their work
to the nature and premise of the relationship of leadership style to an employee’s turnover relationship. Similarly,
Bass (1990) stated that the majority of prior studies reported that leadership behavior could be crucial in decreasing
and justifying the phenomenon of staff turnover intention. Additionally, leadership style was found to be related to
employee’s turnover intention among staff for various firms and organizations including hospitals. A significant
relationship was measured between leadership style and turnover intention in the context of nurses (i.e. Bycio,
1995).

This finding is consistent with those reported by Bass (1990), Awan and Mahmood (2010), Riaz and Haider (2010),
Zhu et al. (2005), Sellgren et al. (2007), Albaugh (2003), Greco et al. (2006), Sellgran et al. (2007) and Cook
(2001). Specifically, Sellgren et al. (2007) demonstrated a significant correlation between leadership style and job
satisfaction in the context of nurse work settings. Although the direct relationship found between turnover
intention and leadership style is weak, the relationship still exists. In addition to this, leadership was reported to
have a direct impact on development of work climate, and eventually on job satisfaction and staff turnover
intention. In a similar line of study, Wells and Peachey (2011) examined the nature of the relationship strength
between leadership style and turnover intention among 200 U.S. national colleges and reported a strong negative
relationship between leadership style and turnover intention. In similar contexts, Sellgren et al. (2007) reported a
significant relationship between styles of leadership and organizational work environment, and they stressed the
relationship’s significance in terms of the correlation between work environment, work climate, and job
satisfaction level, which eventually impacts nursing turnover behavior. Moreover, nursing supervisors or
managers have distinct roles in nurse retention and their turnover behavior indicating leadership styles effect on
employees’ turnover intention, as mediated by job satisfaction.

Regarding the pay level, this study’s findings showed that it is negatively related to turnover indicating that nurses
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with high pay are not as susceptible to experiencing turnover intention in comparison to those with low pay. This
finding is aligned with those of past findings by Lum et al. (1998), Tekleab et al. (2005), Bergmann and Scarpello
(2001), and Gerhart and Rynes (2003). Lum et al. (1998) contended that pay could be the top significant
motivation for employees’ increased retention. Majority of studies of this caliber focused on the effect of just
compensation’s impact on employee turnover intention. The results confirmed that dissatisfied employees in terms
of low salaries will be more inclined to quit their jobs. In fact, the majority of turnover intention research models
assume pay satisfaction to be a main component that affects the inclination of the employees to quit the
organization and eventually, display turnover behavior (Tekleab et al., 2005). A number of related researches
reported a negative relationship between pay level satisfaction and the turnover intention of employees (Lum et al.,
1998).

Along the same line of argument, the pension plan and fringe benefits plans including child care, elder care, food
services, and travel, bring about job satisfaction and enhances employee retention while mitigating turnover
intention (Lee et al., 1996). Lee et al. (1996) added that investing in human resources through pay and benefit plans
significantly impacts the decrease of turnover intention and voluntary turnover. Data analysis of the descriptive
statistics the mean obtained from 403 nurses concerning their pay level is 2.770 indicating that the level of pay
among Jordanian nurses employed in public hospitals is moderate and it has a negative effect. Nurses employed in
public hospitals are often female nurses. In addition, in the present study, most of the respondents are married and
this shows the need for high pay level, specifically those appropriated for life expenses, family size, and family
duties. This statement holds true as Jordanians are primarily family oriented and their lives revolve around social
activities (Al Muala, 2013).

Furthermore, the results of the relationship between advancement opportunities and turnover intention are
insignificant. Stated clearly, advancement opportunities did not significantly impact the turnover intention of
Jordanian nurses. In this regard, prior studies provided mixed results. Zhao and Zhao (2008) conducted an
empirical statistical analysis of over 300 bank employees in Taiwan. They found that job advancement and
promotion failed to contribute to turnover intention. Both job advancement and promotion failed to mitigate
turnover intention among Taiwanese nurses. Advancement opportunities primarily entail dynamic
intra-organizational processes while the tendency of the employee changes over time. Following a structural
overview of the career advancement opportunities, the importance of job ladder on turnover intention is
highlighted as some professions, like nursing, are characterized by confined advancement opportunities which
paint a drab picture of the employees’ status advancement. Hence, such advancement opportunities neither
positively nor negative impacts turnover intention. Meanwhile, Trevor et al. (1997) and Salamin and Hom’s (2005)
study in the context of the U.S. and Switzerland respectively focused on examining the curvilinear relationship
between job performance and turnover intention and the influence of salary increments and advancement
opportunities. Both studies reported that salary minimized the turnover intention among employees. Both studies
also reported that the relationship between advancement opportunities and turnover intention did not exist,
justified by the fact that nursing is a profession characterized by limited career opportunities and minimal
advancement opportunities. The present study extended the research scope of the above studies in that it examines
the advancement opportunities structure and its influence on turnover intention in a specific cultural environment,
in this case, Jordan. In the Middle East, traditional culture stresses hierarchical order and authority in the society
(Farh et al., 1997). Hence, a high job status can be highly coveted, which may play a major role in the intention of
the employee to quit. In addition to this, the interpersonal relationship, particularly the supervisor-subordinate
relationship, can significantly impact the turnover decision of the employee. Also, career advancement is formed
by the career path structure, consisting of graded levels often categorized into job hierarchy (Petersen et al., 1989).
In this regard, structured job positions frequently entail different upward mobility prospects. Specifically, an
intentionally designed job ceiling position (the top position of the job echelons), often divides job lines related to
various job functions, e.g. non-managerial vs. managerial duties.

In other words, a job ceiling creates a significant structural hindrance to status advancement via promotion as only
a small number of candidates will be included in the higher echelons. According to March and Simon (1958, p. 97),
at a specific point in a promotion ladder, there is considerable decrease in the percentage or absolute increment.
Hence, the discontent and lack of interest in promotion will fail to affect the turnover intention of nurses.
Furthermore, other empirical researchers also supported that promotion opportunities impact turnover intention in
other sectors (Peterson et al., 1989; Scholl, 1983). Based on this premise, it can be argued that despite the fact that
the nursing professional subsidiary is promising in Jordan, particularly for female candidates, the future career
advancement scenario is quite dark and, hence, does not affect nurses’ turnover intention.
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5. Conclusion

This study contributes to literature by examining organizational factors (leadership, pay level, and advancement
opportunities) as antecedents of turnover intention among nurses. This study showed that organizational factors
(leadership quality, pay level, and career advancement) are related to turnover intention. As such this study
contributes to shedding a light on the activities of human resource management such as work conditions, stress
management, and development of anti-turnover policies. The finding that evidenced the relationship between
organizational factors and turnover intention has implications on the above activities. This information may help
human resource professionals to assess work conditions and identify the source and reason behind turnover.
Specifically, employees experiencing low leadership quality, pay level, and advancement opportunities are
susceptible to negative behavior such as turnover intention.

Theoretically, turnover intention is a topic that has been exhausted in the West but has been largely overlooked in
the Middle East. This study therefore contributes to turnover intention literature in the context of the Middle East,
particularly Jordan and offers an understanding of turnover intention among nurses employed in public hospitals.
It is suffice to say that the healthcare industry is largely dependent on its nurses in enhancing healthcare services
for individuals and in developing the industry as a whole as Jordan is one of the most popular treatment
destinations in the region. Moreover, studies dedicated to examining organizational factors (leadership, pay level,
and advancement opportunities) have largely been ignored in Jordan prior to the present study, which is in itself a
great contribution in terms of theory.
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