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Abstract 

The primary purpose of the study was to investigate the effect of job-related characteristics on the employees’ 
intent to leave the organization. In order to accomplish this purpose a survey questionnaire was adapted and 
administered to 750 employees of various commercial banks of Pakistan. Out of the 750 questionnaires 
administered 700 were received with a response rate of 93.33%. Structural Equation Modeling was applied using 
AMOS 16 software. The results revealed a highly significant effect of job characteristics on intent to leave the 
organization in the presence of the mediation of the four dimensions of organizational commitment. The results 
can prove to be useful for the human resource managers to review the job description and revise or redesign the 
job characteristics that would help the organizations to retain employees in the organization. 

Keywords: job characteristics (JC), continuance commitment–perceived sacrifice (CC-PS), continuance 
commitment–lack of alternatives (CC-L Alt) and normative commitment (NC) and intent to leave (ITL) 

1. Introduction 

In an ever-changing environment it has become a challenge for organizations to run successfully. In order to face 
such challenges it has become inevitably important to have employees who feel to continue and work as a moral 
obligation for the betterment and success of an organization. Although the employees may move elsewhere if 
they get a better opportunity as it’s their right but the point to be considered is the financial set-back on the 
organizations investing a lot of resources on training their workforce (Ali, 2011). Additionally, with the help of 
bringing improvements in the working conditions the organizations can create a psychological bond and 
commitment amongst the employees (Al-Qarioti & Al-Enezi, 2004). As far as bringing improvement in the 
working conditions is concerned the organization require diagnostics that might prove helpful in identifying 
those features within a job that need to be enriched and to assess whether employees in an organization are 
willing to respond positively to the changes made in their respective tasks (Boonzaier, Ficker, & Rust, 2001). 
Moreover, in times when organizations are confronted with a greater necessity to bring changes, employees who 
are committed to their organizations can facilitate in adopting the changes within the organization (Schuster, 
2002). Therefore, in order to enhance the organizational effectiveness it is essential to improve the team efforts 
of committed employees (Angle & Perry, 1981).  

Organizations like commercial banks are considered to be the biggest employment providing sector in Pakistan, 
yet it is the most stressed out sector also. The inefficient use of technology and long working hours are 
considered to be the prime reasons for employees’ lack of commitment. Although being the most attractive 
employment sector for the young workforce due to the problems faced by the employees after joining has result 
in a decline in the level of commitment of employees which in turn has lead to either turnover by switching one 
bank to the other or seeking to other opportunities which lead to turnover intentions. Therefore, it is vital to study 
the job-related characteristics of such employees that may trigger the commitment level of employees which 
would in turn stimulate their intentions to leave the organization. 
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2. Literature Review 

2.1 Job Characteristics (JC) 

Hackman and Oldham in 1975, developed a Job Diagnostic Survey (JDS) to assess the job-related characteristics 
of employees that could assist in understanding the key role such characteristics play in understanding how 
employees perceive about their work in the organization. Such factors of JDS have been considered to be helpful 
in highlighting those key areas in the job that can assist in increasing the level of commitment of employees 
(Buys, Olckers, & Schaap, 2007). The JDS comprise of five factors, such as, (a) task identity, which is the 
degree to which an employee is identified with his/her job, (b) task significance, which is the extent to which 
others in the organization are affected by the work accomplished by an employee, (c) skill variety, which is the 
extent to which an employee is required to perform different tasks, (d) autonomy, which is the extent to which an 
employee has been granted freedom to accomplish the work assigned, and (d) feedback, which is the extent to 
which an employee wants to know how he/she is performing his/her job.  

2.2 Organizational Commitment (OC) 

Meyer and Allen (1997) defined organizational commitment as ‘a psychological link between the employee and 
his or her organization that makes it less likely that the employee will voluntarily leave the organization’ (p. 252). 
Similarly, Robbins (1999) has defined commitment as, ‘the extent to which an employee identifies with a 
particular organization and its goals and wishes to maintain membership in the organization’. This definition 
highlights three distinct components that are, the employee accepts the goals of the organization; he/she is 
prepared to exert an extra effort for achieving the goals set by the organization; and, the desire to continue an 
association in the organization. Furthermore, the term organizational commitment refers to the employees’ 
overall feelings and extent of attachment toward their organization (Bartlett, 2001).  

With respect to the dimensionality of the organizational commitment construct, Meyer and Allen (1991) 
identified three dimensions of Organizational commitment i.e., affective, continuance and normative 
commitment. As far as affective commitment is concerned it has been defined as an “attitudinal process whereby 
people come to think about their relationship with the organization in terms of the values they hold that are in 
line with the organizational aims and values, they work in” (Meyer & Allen, 1991).  

Moreover, with respect to continuance commitment it has been decribed as the intent of an employee to stay in 
the organization (Meyer & Allen, 1991). In this regard some researchers (Dawley, Houghton, & Bucklew, 2010; 
Iverson & Buttigieg, 1999; Lynn, 2004; McGee & Ford, 1987; Somers, 1995; Vandenberghe & Panaccio, 2012) 
have identified continuance commitment to have two sub-dimensions. This concept of continuance commitment 
is based on the scarcity of alternatives and a sacrifice of management role such as seniority which he might not 
get if he quits the job. In this regard, it is argued that the perceived sacrifice dimension is a psychological state 
that allows an employee to put in more efforts while accomplishing his tasks which in turn is more resourceful. 
In contrast lack of alternatives results in less efforts the employee exerts and lack of motivation which in turn can 
be called as drainage of resourcefulness (Vandenberghe & Panaccio, 2012). These two sub-dimensions of 
continuance commitment have been studied less due to lack of evidence (Dunham, Grube, & Casteneda, 1994; 
Price, 1999; Shore & Tetrick, 1991). Furthermore, there is a scarcity of literature in studying the two 
sub-dimensions of continuance commitment in a wider perspective by relating them with different variables.  

Lastly, with respect to normative commitment as a componenet of organizational commitment, Meyer and Allen 
(1991) defined normative commitment that, “is a moral dimension, based on person’s felt obligation and 
responsibility to their organization”. In this regard they argued that employees with a high level of normative 
commitment will remain associated with the organization with a sense of what they feel the right and moral thing 
to do.  

2.3 Intent to Leave (ITL) 

Intent to leave can be considered as a conscious desire to leave the organization (Mobley, Horner, & 
Hollingsworth, 1978). Furthermore, several studies have assessed the three elements of withdrawal cognition 
process—which are thoughts of quitting, the intention to search for another job somewhere else and the 
conscious feeling to quit (Carmeli & Weisberg, 2006; Cho, Johanson, & Guchait, 2009; Hom & Griffeth, 1991). 
The current study focuses on the investigation of intent to leave for several reasons. Most of the literature does 
not clearly specify always that why employees quit their jobs. The records of the organization might provide 
information about the number of employees quitting their jobs but do not specify the break-up of voluntary and 
involuntary turnovers (Thompson & Terening, 1983). In this regard if in case the turnover records are unclear, 
the findings of various studies based on such records would also remain ambiguous as voluntary turnover has 



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 10, No. 6; 2015 

241 
 

different impact on the organization as compared to involuntary turnover. Furthermore, investigations relating to 
the employees’ intent to leave could be completed earlier as the employees are still members of the organization 
rather than waiting for employees to be terminated and then gather information (Thompson & Terening, 1983). 
Moreover, since intention leave can be the best predictor to assess actual turnover so efforts should be made to 
assess the association of this concept with other variables which might prove to be the predictors (Igbaria & 
Greenhaus, 1992). 

2.3 Relationships among Job Characteristics, Organizational Commitment and Intent to Leave  

As far as investigating the relationship of job characteristics with all the dimensions of organizational 
commitment is concerned it has been revealed that job characteristics have a positive relationship with 
organizational commitment (Dunham et al., 1994).Yet in a recent study, Ozturk, Hancer, and Im (2014) revealed 
that only two factors, namely, autonomy and feedback have a significant effect on affective commitment. 
Similarly, many other studies (Bulan, Erickson, & Wharton, 1997; Colbert & Kwon, 2000 ; Steers, 1977) also 
revealed a positive association with organizational commitment but not with all the factors of job characteristics. 
In this regard, two factors (i.e., task variety and task significance) of job characteristics depict a significant 
positive relationship with the two dimensions of organizational commitment (i.e., affective and normative 
commitment) (Ali, 2011; Ozturk et al., 2014). With respect to the factor of task identity it showed a positive 
relationship with affective and continuance commitment (Ozturk et al., 2014). Furthermore, autonomy which is 
one of the factors of job characteristics also revealed a significant positive association with continuance 
commitment. Lastly, with respect to feedback which is also an important factor of job characteristics revealed a 
highly significant positive association with normative commitment (Ozturk et al., 2014).  

Furthermore, employees’ intention to leave can be described as, the employees’ subjective opinion about the 
intention to leave the organization (Mowday, Porter, & Steers, 1982). In this regard it has been observed that 
there is a significant negative relationship between job characteristics and employees’ intent to leave. This shows 
that the more variety the task possess, greater the task identity and the more autonomy the employee has the 
lesser the employee would intend to leave the organization (Ali, 2011).  

Although a number of studies have reported a highly significant relationship among different job characteristics 
and the dimensions of organizational commitment still the effects of such relationship with outcomes such as 
intent to leave is scarce (Colbert & Kwon, 2000 ; Ozturk et al., 2014).  

2.4 The Mediating Role of Organizational Commitment between the Effects of Job Characteristics on Employees’ 
Intent to Leave 

With respect to the mediating role of the dimensions of organizational commitment between the effect of job 
characteristics and intent to leave the organization, gaps have been identified in the literature. Lee and Kim 
(2008) asserted that in order to improve the quality of work-life and reduce the turnover intentions of employees 
there is a need to increase the autonomy which is necessary for industrial democracy. Therefore, there is always 
a need to enrich the jobs so that employee commitment could be enhanced and resultantly the employees’ 
intention to leave can be reduced (Lee & Kim, 2008). Additionally, most of the prevailing literature has been 
confined to the study of relating job characteristics to the three dimensions (i.e., affective, continuance and 
normative) of organizational commitment. In this regard there is an absence of literature on identifying the two 
sub-dimensions (i.e., perceived sacrifice–PS and Lack of Alternatives–L Alt) of continuance commitment and 
investigating the mediating role of each sub-dimension of continuance commitment. Therefore the current study 
tries to investigate the indirect effects of job characteristics on the intent to leave the organization with the 
mediation of the four dimensions of organizational commitment.  
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Figure 1. Proposed model 

 

The above Figure 1 shows the mediating role of the four dimensions of organizational commitment while 
investigating the effect of job characteristics on the employees’ intention to leave the organization. In light of the 
theoretical model the current study intends to investigate the direct and indirect effects of the multiple mediation 
model. In order to accomplish this objective several hypotheses were developed and tested. 

3. Hypotheses of the Study 

The current study testified the following hypotheses: 

H1: There is a significant effect of job characteristics on employees’ intent to leave the organization with a 
mediation of affective commitment. 

H2: There is a significant effect of job characteristics on employees’ intent to leave the organization with a 
mediation of continuance commitment–perceived sacrifice. 

H3: There is a significant effect of job characteristics on employees’ intent to leave the organization with a 
mediation of continuance commitment–lack of alternatives. 

H4: There is a significant effect of job characteristics on employees’ intent to leave the organization with a 
mediation of normative commitment. 

The above hypotheses have been developed to study the indirect effect of the mediating role of each dimension 
of organizational commitment while studying the effect of job characteristics on employees’ intent to leave the 
organization. 

4. Methodology 

4.1 Sampling Design and Procedure 

A survey based on a questionnaire was conducted collecting responses from 750 managers employed in 
Pakistani banking sector. The rationale behind selecting commercial banks was due to the fact that the banking 
sector is one of the leading financial sectors of Pakistan. In the last decade new private banks have been 
established which have created a large pool of employment opportunities. Other than that due to the creation of 
greater opportunities it has been observed there has been a phenomenal switching over of the employees from 
one bank to the other. This had created a big question as to why such turnover has increased. Therefore, 
manager-level employees were chosen from 26 banks by employing convenience sampling. The reason behind 
selecting convenience sampling design was to provide an equal opportunity for participation in the study (Babbie, 
1989). The benefits of using this approach are firstly, the availability of greater number of potential participants 
for the study and, secondly the non-availability avoidance of the respondents if systematic or stratified sampling 
method was used. Therefore, a total of 750 questionnaires were administered after seeking permission from the 
branch managers with a response rate of 93.33%. The demographic information showed that 89% as males and 
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12% as females. 70% of the respondents had an education of Masters Degree and 67% respondents had more 
than five years experience in working in the current bank. 

Furthermore, the bank managers were divided according to the level of management (lower, middle and higher 
level) and nature of bank (public, private and Islamic).  

4.2 Instrument Development 

The responses were collected on a five-point Likert-scale (i.e. strongly agree, agree, neither agree nor disagree, 
disagree and strongly disagree). The items were taken from different scales developed by prior researchers. As 
far as items relating to organizational commitment is concerned a measure using 18 items developed by Meyer 
and Allen (1997) was used. In this regard the 6 items related to each of the dimension i.e., affective commitment, 
continuance commitment and normative commitment). Moreover, 13 items of job characteristics were taken 
from (Hackman & Oldham, 1975) and 3 items relating to turnover intention were selected from scale developed 
by (Hom & Griffeth, 1991). The reliabilities (Cronbach Alphas) of these items were Affective Commitment 
(0.693), Continuance Commitment (0.584), Normative Commitment (0.781), Job Characteristics (0.941) and 
Intention to leave (0.827). 

4.3 Data Analyses  

In order to calculate the descriptive statistics (such as, Mean, Standard Deviations and reliability coefficients) 
SPSS 16 software was used. Moreover, One-way Analysis of Variance (ANOVA) was employed to seek 
differences among the managers at different levels and the perceptions they hold about task variety, task identity, 
task significance, autonomy and feedback. Similarly, ANOVA was also applied to examine the differences in the 
perception among the managers relating to different nature (public, private and Islamic) about the task variety, 
task identity, task significance, autonomy and feedback. Furthermore, descriptive analysis was conducted to 
apply Pearson correlation in order to assess the relationships among the independent variable, mediating 
variables and dependent variable. Furthermore, Analysis of Moments Structures (AMOS 16) software was used 
to test the mediating model and examine the direct and indirect effects of job characteristics on employees’ intent 
to leave.  

5. Results and Findings 

5.1 Descriptive Analysis 

Table 1 depicts the means, standard deviations and correlations among the six variables (Job Characteristics, 
Affective Commitment, Continuance Commitment–PS, Continuance Commitment–L Alt, Normative 
Commitment and Intent to leave). The mean scores for variables on a five-point scale were as follows: Job 
characteristics 2.81 (SD = 0.97), Affective commitment 2.78 (SD = 1.09), Continuance commitment–Perceived 
Sacrifice (PS) 2.91 (SD = 1.04), Continuance commitment–Lack of Alternatives (L Alt) 2.98 (SD = 0.70), 
Normative commitment 2.80 (SD = 0.95) and Intent to Leave 3.09 (SD = 0.95).  

5.2 Correlation Analyses 

The correlation results as shown in Table 1, revealed highly positive significant relationship between job 
characteristics and affective commitment (r = 0.79, p ˂ 0.001). Moreover, the results also showed highly 
significant positive relationship between job characteristics and continuance commitment–Perceived Sacrifice (r 
= 0.44, p ˂ 0.001). Similar results were revealed with respect to the relationship between job characteristics and 
continuance commitment – Lack of alternatives (r = 0.70, p ˂ 0.001) and with normative commitment (r = 0.74, 
p ˂ 0.001). On the other hand the correlation results revealed a highly significant negative relationship between 
job characteristics and employees intent to leave the organization (r = -0.41, p ˂ 0.001).  

 

Table 1. The means, standard deviations and correlations of variables 

 Variables Mean SD 1 2 3 4 5 6 

1 Job Characteristics 2.81 0.97 1      

2 Affective Commitment 2.78 1.09 0.79** 1     

3 Continuance Commitment – PS 2.91 1.04 0.44** 0.52** 1    

4 Continuance Commitment – L Alt 2.98 0.70 0.26** 0.21** 0.24** 1   

5 Normative Commitment 2.80 0.95 0.70** 0.74** 0.56** 0.25** 1  

6 Intent to Leave 3.09 1.01 -0.41** -0.50** -0.38** .047 -0.52** 1 

Note. **p ˂ .001. 
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5.3 Comparison of Perceptions Relating to the Job Characteristics among Lower, Middle and Higher Level 
Managers  

In order to compare the perceptions among managers working at different levels One –Way Analysis of Variance 
(ANOVA) was applied Table 2 below shows the difference in the perceptions relating to skill variety, task 
identity, task significance, autonomy and feedback. Furthermore, Post Hoc analysis was applied to examine and 
highlight the differences among the groups. 

 

Table 2. The means, standard deviations and differences in perceptions 

Variables 
Lower-Level Managers 

Middle-Level 

Managers 

Higher-Level 

Managers F-value 
Level of 

Sig. 
Mean SD Mean SD Mean SD 

Skill Variety 2.65 0.98 3.02 1.02 2.71 1.05 8.41 .000*** 

Task Identity 2.50 0.98 2.99 1.02 2.68 .98 12.20 .000*** 

Task Significance 2.63 1.02 2.97 1.10 2.59 1.10 8.98 .000*** 

Autonomy 2.74 1.20 3.07 1.29 2.77 1.19 4.91 .008** 

Feedback 2.50 1.09 2.98 1.12 2.64 1.10 9.851 .000*** 

Note. **p ˂ .05, ***p = .000. 

 

The results revealed highly significant difference (F = 8.41, p = 0.00) in the perception of different level of 
managers with respect to skill variety. Moreover the post hoc results showed a significant difference in the 
perceptions about the skill variety among middle level managers as compared to both lower level managers and 
higher level managers. With respect to perceptions relating to the task identity a highly significant difference (F= 
12.20, p = 0.000) was identified. The post hoc results revealed a significant difference in perception about the 
task identity of middle level managers as compared to both the lower level managers and higher level managers. 
The results also revealed a significant difference (F = 8.98, p ˂ 0.05) in the perceptions about task significance 
among different level of managers. The post hoc results revealed that the there is a difference in the perception 
relating to task significance among middle level managers as compared to both the lower level and higher level 
managers. Moreover, a significant difference (F= 4.91, p = 0.00) was observed among the different level 
managers with respect to autonomy. The post hoc tests revealed middle level managers have a significant 
difference in terms of autonomy as compared to lower level managers and higher level managers. Lastly, a 
highly significant difference (F= 9.85, p = 0.00) in the perceptions among the managers working at different 
levels was identified with respect to feedback. The post hoc tests revealed that there is a difference in the 
perception of middle level managers about the feedback as compared to lower and higher level managers. 

5.4 Comparison of Perceptions Relating to the Job Characteristics among Public, Private and Islamic Bank 
Managers 

In order to compare the perceptions among managers working in different banks, One–Way Analysis of Variance 
(ANOVA) was applied Table 3 below shows the difference in the perceptions relating to skill variety, task 
identity, task significance, autonomy and feedback. Furthermore, Post Hoc analysis was applied to examine and 
highlight the differences among the groups. 

 

Table 3. The means, standard deviations and differences in perceptions 

Variables 
Public Bank Managers Private Bank Managers 

Islamic Bank 

Managers F-value 
Level of 

Sig. 
Mean SD Mean SD Mean SD 

Skill Variety 2.67 1.04 2.82 1.02 3.24 .91 4.15 0.016** 

Task Identity 2.76 1.10 2.73 0.98 3.37 .89 7.74 0.000*** 

Task Significance 2.78 1.12 2.70 1.08 3.39 1.00 7.63 0.001** 

Autonomy 2.76 1.33 2.87 1.23 3.41 1.12 4.16 .016** 

Feedback 2.78 1.17 2.69 1.09 3.45 1.03 8.93 .000*** 

Note. **p ˂ .05, ***p = .000. 

 

The results revealed highly significant difference (F = 4.15, p ˂ .05) in the perception of different level of 
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managers with respect to skill variety. Moreover the post hoc results showed a significant difference in the 
perceptions about the skill variety among Islamic bank managers as compared to both public and private 
managers. With respect to perceptions relating to the task identity a highly significant difference (F= 7.74, p = 
0.000) was identified. The post hoc results revealed a significant difference in perception about the task identity 
of Islamic bank managers as compared to both the private and public managers. The results also revealed a 
significant difference (F = 7.63, p ˂ 0.05) in the perceptions about task significance among managers relating to 
different banks. The post hoc results revealed that the there is a difference in the perception relating to task 
significance among Islamic bank managers as compared to both the public and private managers. Moreover, a 
significant difference (F= 4.16, p ˂ 0.05) was observed among the managers relating to different banks with 
respect to autonomy. The post hoc tests revealed that Islamic bank managers have a significant difference in 
terms of autonomy as compared to public and private banks. Lastly, a highly significant difference (F= 8.93, p = 
0.00) in the perceptions among the managers working at different levels was identified with respect to feedback. 
The post hoc tests revealed that there is a difference in the perception of Islamic Bank managers about the 
feedback as compared to public and private bank managers. 

5.5 Mediation Analyses 

The purpose to conduct a structural equation analysis was to evaluate the conceptual model empirically. In this 
respect affective commitment which is a dimension of organizational commitment had to be removed as model 
was unidentified. Consequently the first hypothesis that had to testify the mediation effect of affective 
commitment between the effect of job characteristics and intent to leave was removed from the study. 
Furthermore, all the items relating to job characteristics were collectively studied in the mediation model in order 
to get a clearer insight of its effect on intent to leave. After re-specifying the model the analysis showed a good 
fit of the model. Figure 2, shows the path diagram of the mediation model. The results showed the RMSEA i.e. 
root mean square of error approximation value = .067 and CFI value i.e. comparative fit index = 0.910.  

With respect to the direct and indirect effects of job characteristics on intent to leave the results revealed: 

a) The Effect of Job characteristics on Intent to Leave via—Continuance Commitment–Perceived 
Sacrifice(PS) 

Table 2 shows the direct effect of job characteristics (JC) on intent to leave (ITL) which was significant (pc = 
0.23, p = 0.05). Moreover, the indirect effects were estimated as the products of path coefficients of direct effects. 
Therefore, the indirect effect of job characteristics (JC) on intent to leave (ITL) via continuance 
commitment–perceived sacrifice (PS) was estimated by the product of job characteristics on continuance 
commitment–PS and Continuance commitment (PS) on intent to leave (ITL) which was equal to (0.59)*(-0.21) = 
- 0.12. The indirect effect (-0.12) was weaker than the direct effect (0.23). This means the indirect effect of job 
characteristics on intent to leave was partially mediated by continuance commitment – PS (as 0.23 > - 0.12). 
Therefore, the hypothesis: H2 showing that there is a significant but partial effect of job characteristics on 
employees’ intent to leave the organization with a mediation of continuance commitment – perceived sacrifice. 

b) The Effect of Job characteristics on Intent to Leave via—Continuance Commitment–Lack of 
Alternatives (L Alt) 

Table 2 shows the direct effect of job characteristics (JC) on intent to leave (ITL) which was significant (pc = 
0.23, p = 0.05). Moreover, the indirect effects were estimated as the products of path coefficients of the direct 
effects. Therefore, the indirect of job characteristics (JC) on intent to leave (ITL) via continuance 
commitment–lack of alternatives (L Alt) was calculated through the product of job characteristics on 
continuance commitment–L Alt and Continuance commitment -- L Alt on intent to leave (ITL) which was 
(0.35)*(0.30) = 0.11. The indirect effect (0.11) was weaker than the direct effect (0.23).This means the indirect 
effect of job characteristics on intent to leave was partially mediated by continuance commitment–L Alt (as 0.23 > 
0.11). Therefore, the hypothesis: H3 showing that there is a significant but partial effect of job characteristics on 
employees’ intent to leave the organization with a mediation of continuance commitment–lack of alternatives. 

c) The Effect of Job characteristics on Intent to Leave via—Normative Commitment  

Table 2 shows the direct effect of job characteristics (JC) on intent to leave (ITL) which was significant (pc = 
0.23, p = 0.05). The indirect effects were estimated as products of the path coefficients of direct effects. 
Therefore, the indirect of job characteristics (JC) on intent to leave (ITL) via normative commitment was 
calculated through the product of job characteristics on normative commitment and normative commitment on 
intent to leave (ITL) which was (0.88)*(-0.73) = - 0.64. The indirect effect (-0.64) was stronger than the direct 
effect (0.23)This means the indirect effect of job characteristics on intent to leave was fully mediated by 
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normative commitment (as 0.23 ˂ -0.64). Therefore, the hypothesis: H4 showing that there is a significant but 
full effect of job characteristics on employees’ intent to leave the organization with a mediation of normative 
commitment. 

 

Table 4. Standardized indirect effects of job characteristics (JC) on intention to leave (ITL) 

Effects 

ITL       JC 
Standardized Path Coefficients (pc) BC 95% Level of significance 

Result of 

Mediation 

Direct 0.23 .050*  

Indirect:  Sobel Z-test  

Continuance Commitment -- PS (0.59)(-0.21) = - 0.12 - 4.68*** Partial 

Continuance Commitment – L Alt (0.35)(0.30) = 0.11  3.46*** Partial 

Normative Commitment (0.88)(-0.73) = - 0.64 - 4.171 *** Full 

Note. *** Significant at p ˂ 0.001. 

 

Figure 2, below shows the standardized path coefficients of the mediation model. 

 

 

Figure 2. Path diagram of the mediating model 

 

6. Discussion 

6.1 Correlation Analyses 

The correlation coefficients revealed through the data analyses, among affective commitment, continuance 
commitment – perceived sacrifice, continuance commitment–lack of alternatives, normative commitment and 
intent to leave indicated the presence of linear associations among the variables. The correlation coefficients 
among the variables varied from 0.047 to 0.79 which showed that the relationships among the variables were 
considered moderate to high. 

6.2 Group Comparisons through ANOVA 

The comparison amongst the managers’ perceptions about the job characteristics with respect to their level of 
management and nature of bank revealed interesting findings. In terms of the level of management it was 
revealed that the middle managers perceived that their job includes greater skill variety, task identity, task 
significance, autonomy and feedback as compared to the lower level and higher level managers. The reason 
would be due to the fact that lower level bank managers normally have to follow the same routine work and have 
less autonomy in accomplishing the tasks. As far as the higher level management is concerned it is much 
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confined to the decision-making by developing goals and objectives. With respect to middle level managers they 
are actively participating in the operational activities and hence have greater variety of work and autonomy and 
since they are answerable to the higher management their communication channel is much more recognized as 
compared to lower level managers who are indulged in monotonous work. 

With respect to the perceptions about the job characteristics among public, private and Islamic banks managers 
the results revealed that Islamic bank managers perceived differently about the skill variety, task identity, task 
significance, autonomy and feedback. This highlights a future investigation as to the differences in the job 
characteristics even though all the managers were related to the banking sector. The differences in tasks need to 
be further examined about why those differ in Islamic banks as compared to private and public banks. 

6.3 Mediation Analyses 

Job characteristics indicated a direct effect of 0.23 which was stronger than its indirect effect of -0.12. The Sobel 
Z-test, revealed the indirect effect of the job characteristics on intent to leave via continuance commitment–PS as 
a mediator was significantly different from zero (Z = -4.468, p < .001). In other words, continuance commitment 
as perceived sacrifice partially mediated the association between job characteristics and intention to leave. In 
other words, it can be inferred that the more job characteristics are aligned with the expectations of the 
employees in terms of task variety, task significance, autonomy and feedback, the higher the employee would 
perceive to continue with the organization in terms of perceived sacrifice that such characteristics of tasks might 
not be available in the new employing organization. This in turn will reduce the employees’ intention to leave 
the organization. 

Moreover, the examination of the mediation effect of job characteristics on intention to leave through 
continuance commitment–lack of alternatives indicated direct effect of 0.23 stronger than its indirect effect of 
0.11. The Sobel Z-test revealed the indirect effect of job characteristics on intent to leave through the mediator 
was significantly different from zero (Z = 3.46, p < .001). This indicates that continuance commitment – lack of 
alternatives partially mediated the relationship between job characteristics and intention to leave. In other words 
even if the employee perceives that the job characteristics are signified and proper feedback and autonomy is 
given still he would continue to work in the organization due to lack of alternatives. Resultantly still such 
continuance due to lack of alternatives will increase the urge of an employee to leave the organization till the 
time he gets any other opportunity elsewhere. 

Furthermore, the mediation analysis of normative commitment between job characteristics and intention to leave 
showed indirect effects of - 0.64 stronger than the direct effects of 0.23. The Sobel Z-test revealed the indirect 
effect of job characteristics on the intent to leave in the presence of normative commitment as a mediator was 
significantly different from zero (Z = -4.171, p < .001). This means that normative fully mediates the 
relationship between job characteristics and intent to leave. This means that the more an employee perceives that 
his job tasks are effective the greater he would feel morally obligated to continue with the current organization. 
This in turn will reduce the employees’ intention to leave the organization. 

In light of the above discussion it can be inferred that job characteristics effect the employees’ continuance 
commitment associated with perceived sacrifice as it is a psychological state which allows an individual to put in 
more efforts (Vandenberghe & Panaccio, 2012). Thus, such a continuance commitment is considered to be more 
resourceful as it induces the employees to work better and continue their membership with the organization 
especially if he perceives that the tasks given to him matches his expectations such as variety of tasks, task 
significance, autonomy in accomplishing various assignments and feedback about how he is performing at work. 
This would in turn reduce the employees’ intention to leave the organization.  

Moreover, job characteristics revealed a significant positive effect on continuance commitment which is 
associated with an individual’s lack of alternative to move elsewhere. As this dimension of continuance 
commitment is linked with the drainage of resourcefulness therefore it can result in fewer efforts exerted in order 
to accomplish various tasks at work (Vandenberghe & Panaccio, 2012). This shows that an employee may 
continue membership with the organization as he might know that the type of job characteristics he received 
from the current organization will not be the same in any other organization which resultantly shows lack of 
alternatives. Furthermore, it can be asserted that an employee would continue membership with the organization 
only because he does not have anywhere else to move so he would still be thinking to leave the organization.  

Additionally, job characteristics also a highly significant negative effect on intent to leave with the indirect 
mediation of normative commitment. The reason for this outcome may be due to the fact that if the organization 
is providing the employee better job- related tasks such as, tasks having greater variety in terms of work and 
skills, significance, autonomy and feedback then it’s his moral responsibility to reciprocate in the same manner 
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and continue affiliation with the organization. This in turn would also reduce the employees’ intent to leave the 
organization.  

7. Implication of the Study 

The current study provides a basis for several implications on the intent to leave the organization with the 
research findings from the interaction between job characteristics, intent to leave and its mediating factors that 
relate to organizational commitment. Firstly, the current study provides a basis for the policy-makers to design or 
adjust jobs in such a manner that could enable the employees to accomplish differing tasks in differing ways, 
provide authority so that they are able to complete tasks individually, given autonomy to accomplish tasks by 
taking decisions by themselves and provide feedback on how well they have accomplished their respective jobs. 
Secondly, this study provided a unified approach to assess the turnover intentions due to variations in the job 
characteristics through the mediating effect of the three dimensions of organizational commitment. Thirdly, by 
testing the dimensions of organizational commitment especially the two sub-dimensions ((i.e., perceived 
sacrifice and lack of alternatives) of continuance commitment and normative commitment as mediating variables 
provide new insights in the existing literature relating to management. Conclusively, these mediating dimensions 
of organizational successfully revealed their influence on the employees’ intent to leave the organization. 

8. Limitations and Implications for Future Research 

The current study was subject to some limitations also. Firstly, since a questionnaire was used to seek responses 
so the study can have a self-reporting bias due to under statement or understatement. Secondly, this study used 
only one predictor i.e., job characteristics to study the effect on intent to leave with the mediation of the 
dimensions of organizational commitment. Other antecedents such as, perceived organizational support, 
organizational climate could be used to study their effects on the dimensions of organizational commitment that 
could provide more details in studying the varying nature of the employees’ intent to leave the organization. 
Moreover, further investigations are required to examine the differences in the job characteristics in Islamic 
banks as perceived by the managers as compared to public and private banks although the nature of banking 
operations tend to be the same. 

9. Conclusions 

The main focus of the current research was to examine the level of employees’ intention to leave in comparison 
with the independent variable in the presence of the involvement of the mediating variables. While answering all 
the hypotheses, the study was designed to observe the relationships of the independent, mediating and dependent 
variables. Firstly, Continuance commitment–Perceived sacrifice was studied as a mediating variable to reveal 
how this mediator explains the variance between job characteristics and employees’ intent to leave. Continuance 
commitment–lack of alternatives and normative commitment followed the same path and helped predicting the 
effect of job characteristics on employees’ intent to leave. All of the mediators except for affective commitment 
which had to be removed from the mediation model bridged a chain between the job characteristics and intent to 
leave through the dimensions of organizational commitment. The findings reveal the importance of the job 
characteristics as an actionable element in shaping up the commitment level of employees that would ultimately 
result in retaining the membership of employees with the organizations.  
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