African Journal of Business Management Vol. 4(19), pp. 4146-4158, December Special Review, 2010
Available online at http://www.academicjournals.org/AJBM
ISSN 1993-8233 ©2010 Academic Journals

Review

A critical review of employee turnover model (19382009) and development in perspective of performance
1

2

Zheng WeiBo *, Sharan Kaur and Tao Zhi

3

1

School of Business Administration, HeBei University of Economics and Business, China.
2
Faculty of Business and Accountancy, University of Malaya.
3
Management Information Engineering, Gansu Agriculture University, China.
Accepted 27 July, 2010

Retaining employees remains a primary concern for many organizations during days of intellectual
property, for intellectual capital has become a critical component of wealth creation. This paper provides
a theoretical overview of the different periods of motives and domains or targets of employee retention/
turnover and highlights the performing importance from the platform of social capital in research. The
objective of this study is to present literature on the complex relationship between individual
performance characters and withdraw tendency based on Social Capital Theory. It is generally revealed
that in the traditional attitude turnover model the process of employees’ volunteer turnover is the
reversed transformation process of employees’ retention psychology and behaviours, mainly consisting
of four sectors (Lee and Mitchell, 1999): first is the quit process caused by job dissatisfaction; then,
employees’ search for substitutable jobs before turnover; is evaluation on such substitutable jobs; and
result is occurrence of turnover behaviour. Finally, an integrative model of the relationship is proposed
which argues that performance character may lead to withdraw tendency even turnover behavior through
four different routes with the introduction of the Job-Coupling variable. The practical implication of the
proposed model for practitioners and researchers encourage further discussion and suggestions.
Key words: Job performance, withdraw tendency, retention, job coupling, social capital.
INTRODUCTION
In Human Resource (HR) research and practice,
employee retention or turnover, involves the question of
organization employee movement. Research in this area
by the mainstream Organizational Behavior School has
evolved to the research of factors affecting employee
turnover. The positive or negative influences from these
factors may either result in employee retention or turnover
(Zhang, 2005).
In the research on employee retention, voluntary
turnover attracts attention, because employee movement
such as recruitment (exterior inflow), personnel allocation,
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position adjustment (internal inflow), job displacement
and “disemployment” (involuntary turnover) are all
controlled by the organization. However, the loss of
employees who have relatively high human capital value
who choose to leave an organization can cause serious
loss and difficulty, especially when the turnover numbers
are on the rise (Zhang et al., 2006).
Studies on the voluntary turnover model have attracted
much attention amongst academic and practitioners for a
long time, making voluntary turnover of knowledge and
management talents two major research dimensions
(Eriksson, 2001; Potter and Timothy, 2003). Talented
employees often comprise the organization’s core human
capital, making it significant to highlight their turnover
behavior influence on an organization’s competitive
advantage (Lee and Steven, 1997; Shaw, 1999;
HoukesInge, 2001). The obvious loss of an organization’s
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talent has inspired researchers and practitioners alike to
identify the factors that enable organizations to promote
effective talent retention and organization performance
(Dalton et al., 1982; Allen and Rodger, 1999; Lee et al.,
2004).
This study centers on the main achievement of scholars
regarding talent retention, the process of developing a
retention model, and the relative perfor-mance level of
leavers and non-leavers. This study also explores the
contextual factors affecting organization performance and
individual withdrawal decision-making as well as
organization performance.

PURPOSE OF THIS STUDY
The main research of the modern mainstream school
comprise the factors affecting the core employee’s
retention or turnover in academic research may comprise
of building the construction concept, putting it forward,
verifying related assumptions and refining the analysis
model based on correlated theories and experiences. For
an organization’s human resource management, this kind
of research pattern could be useful for talent retention,
because it reveals comprehensive determining factors,
helping
managers
analyze
and diagnose the
organization’s core employee movement (Xie, 2003).
Therefore, the objective of this study is to review and
evaluate the works of scholars and chart a clear roadmap
through research in core employee retention. The main
content of this study focus on this complexity, and
proposes a more effective mediated-route retention
model based on the social capital theory in following
contexts. Social capital may be defined as the trust
(standard), relation, value sharing and behaviour mode,
network, cooperation, common commitments and understanding between the organization and the individuals, as
well as the sharing income of the intangible asset value
with increment will obtain (Nahapiet and Ghoshal, 1998).
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has been constructed according to the “New turnover
theory” and be explained based on the various specific
influencing factors since the 1990s, and the evolutionary
direction of the guiding ideology for constructing these
research models (Mitchell et al., 2003, 2009).
The multi-route unwrapped turnover model and the job
coupling model on employee turnover on employee
turnover, which were developed by Lee (1999) and
Mitchell et al., (2003), may be integrated with the
background of social capital, and may be combined
closely with social factors with more comprehensive
inclusiveness.
Therefore, the developed model may demonstrate an
adaptable situation whereby different period features put
the accent on knowledge economy development,
especially the job coupling model by Mitchell (2003) and
Lee (2004) reveals employee retention or turnover
tendencies and behaviours. They are a more significant
explanation for the traditional-manner turnover model,
which is attracting attention and is increasingly quoted by
the mainstream school (Maertz and Griffeth, 2004).
Coupling means the economic activities are rooted in the
social structure, but the core of the social structure should
be the social network of the people living and coupling. Its
mechanism should be the “dependence on each other”.
The practical verification of the job coupling model may
reveal the performance factors of the organization
included by the employee job coupled, this may possibly
be the link or process which connects employee
organizational behaviour decision-making and withdraw
behaviour decision-making at the concept and the
experience of the organization. In other words, the job
coupling variables may not only be predetermined
variables causing the employee to stay or leave, but also
strong variables affecting the employee’s performance
(Lee et al., 2004).
The “job coupling” analysis pattern may also be
advantageous for developing one worthy widening
domain for understanding the organization talent retention
question in view of the social capital coupling of the
organization performance in the empirical verification
study (Liao, 2007).

PERSPECTIVE OF CURRENT THEORIES
In view of the research model development of the related
organizational talent retention or turnover formation in the
developed countries, its origins go back almost 50 year.
The content was abundant, the view was diversified stepby-step, and the research was advanced unceasingly,
forming “the academic mainstream turnover theory”, and
most of scholars follow the direction in this area (Zhang et
al., 2006).
In general, these research models may be divided into
the “Classification employee retention/turnover process
model” and the “New developed multi-routes model”.
Traditional and classic turnover intermediary variable “Job
attitude” is caused directly by “Job satisfaction” and
“Organizational commitment”. The multi-routes model

PROBLEM STATEMENT AND MOTIVATION
March and Simon (1958) divided employees’ decisionmaking behaviors into individual’s “Decisions to Perform”
organizational activities and “Decisions to Participate” in
organizations. However, this model lacks sufficient
demonstrative and empirical validity. In addition, the
simple relationship between two variables is lost in many
unimportant variables. Therefore, it is necessary to cover
key variables into one model for discussion so that the
function of every variable can be evaluated adequately
based on the performance platform. This has opened up
extensive research routes for some scholars (Chen Bh,
1997; Xie, 2003).
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REVIEW OF RELATED CONCEPTIONS
In view of human resources management and organizational
behaviour, the classical employees’ turnover is the
rotation of employees around the labour market between
firms, jobs and occupations, and between the states of
employment and unemployment (Abassi et al., 2000). The
term “turnover” is defined by Price (1977) as the ratio of
the number of organizational members who have left and
divided by the average number of people in that
organization during the period.
Frequently, managers refer to turnover as the entire
process associated with filling a vacancy: each time a
position is vacated, either voluntarily or involuntarily, a
new employee may be hired and trained. This term is also
often utilized in efforts to measure relationships of
employees in an organization as they leave, regardless of
reason. Because people have paid more attention to
employee voluntary turnover or loss influencing
organization in treatment of staff movement, the organization employee turnover defined by Mobley (1982) has
been widely used, namely employee turnover is regarded
as the “termination of the process of an individual
obtaining material income from the organization”. This
definition does not include the movement status of the
possibly existing staff in an organization instead it adopts
the wage labor contract to stipulate the relations among
organization members, which easily distinguishes the
shareholder status’ turnover transformation.
The narrowed meaning and serviceability on the
organization employee voluntary turnover concept defined
by Mobley may become the foundation for most
organizational turnover studies (Abelson, 1984; McEvoy,
1985; Cotton et al., 1986). For example, in the model
study on the Chinese IT industry employee turnover or
loss motivation carried out by domestic scholars. Zhang
Mian et al. (2005) defined this kind of employee turnover
or loss based on Mobley’s definition as: “the process in
which the individual obtaining the material income from an
organization should terminate their organization labour
contracts”, therefore this definition may be suitable for the
reality of there being a massive number “remaining at
post without wage” and “laid-off” in some Chinese
organizations at present.
For voluntary turnover, a conception often used, is the
voluntary “Turnover Intent”, whose connotation generally
may be involved with the individual work selection
opportunities and job-hunting behaviours, but may lack
the direct connection with staff performance, and was
considered as the most direct independent variable to
employee turnover behaviour, and also the dependent
variable of numerous predetermined variables which
affect employee voluntary turnover factors (Allen, 1999;
Price, 1977). However, “withdraw tendency”, which is
closely related with “turnover intent” and has an equal
status put forward by Mobley (1978) at first in the
construction turnover model, may be considered to
include process variables in the different periods from

“thinking of quitting” to “job searching”, “intention of
turnover” and “voluntary turnover” behaviour occurring.
The conception may be simplified as turnover tendency
instead of turnover behaviour (Jaros et al., 2001; Hanish
and Hulin, 1991).
However, Harnish and Hulin (1991) started the variation
processes from employee organization performance to
turnover behaviour, which may be extended to
performance decision-making. They considered that the
withdraw organization tendency may contain the
processes from employee organization performance
lowering (for example, worsening relation and
deterioration of organization performance, absence from
duty etc,) to the final turnover decision-making. Therefore,
this behaviour acts as the foundation of the research path
on the relationship between employee performance and
voluntary turnover behaviour. For simplicity and to easily
analyze the effect of talents’ performance and withdraw
tendency, the dependent variable “withdraw tendency” is
used as equivalent to voluntary turnover in this paper.

EVOLUTION OF TURNOVER MODEL
The primary period of turnover thinking
Generally, there were primary study in organizational
employee’s movement from view of macroscopically
economic at the beginning of the 20th century, for
searching the factors influencing employees’ turnover,
such as salary, common training, labour market structure,
and job opportunities, and their achievements have laid
the foundation for later construction of organizational
employees’ retention/ turnover theory (March, 1958;
Burton, 1969; Chen, 1997; Zhang et al., 2006).
In terms of the integrative theory concerning
management of employees’ retention/ turnover, as early
as Barnard (1938, 1997), from the perspective of
organizational society, personal psychology, and
interaction of economic interest, made profound
discussions about the determinate factors (individual goal,
desirability, impetus, and other available opportunities
which can be perceived) for people to join certain
“collaborative organizations”, theory on effectiveness of
organizational “inducement” for attracting organizational
members and keeping their willingness to contribute to
organization, maintaining social structure in organizations,
and realizing the target of organization. In Barnard’s
Function of the Executive, described among material and
non-material inducements provided by organizations,
social integrating relation generated by organizations to
employees, takes a crucial position and usually plays
“determinant” role in effective operation of organizations
or socially collaborative system.
However, defects of it have been revealed by
succeeding psychologists with a less independent scope
was adopted for interpreting employees’ turnover which
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stresses only on the influence of economic factors; and it
was less elucidating how the determinate factors
influence employees’ turnover behaviour (Zhang and Li,
2005).
The job- attitude period
Since the 1950s, with the rapid development of the
western economy after post-war rebuilding, swiftly
increasing management cost, such as the costs of
control, replacement, and training from organizational
employees’ retention or turnover accompany lower unemployment rate. Promoting scholars and managers to
embark on systematic research on employee movement
in which empirical research became the mainstream in
this field.
From establishment and evolution of research model on
organizational employees’ turnover, it is generally
believed that the source during this period is combination
of the developed organizational equilibrium theory in the
classic work “Organization” of March and Simon (1958),
who both are inheritor and promoter of social system
school on the research of turnover decision behaviour of
employees (Xie, 2003; Lee and Mitchell et al., 2004).
In their work, March and Simon divided employees’
decision-making behaviors into individual’s “Decisions to
Perform” and “Decisions to Participate”. Then put forward
the earliest overall model about employees’ voluntary
turnover, the so-called model of “Decision to Participate”.
March and Simon were the earliest figures who tried to
integrate labor market and individual behaviors for
investigating and studying employees’ turnover behaviors.
Their outstanding contributions lie in the introduction of
labor market and behavior variables into the research on
turnover process of employees from organizations, laying
a theoretical foundation for later research on employee
turnover.
The Organizational Equilibrium Theory indicates clearly
that the movement desirability and perceived mobility by
employees are the most important theoretical precursor
variables for their turnover behavior. The Classic School
with the idea of the “Job attitude model” in the last 60
years took the main position in classic mainstream
research. This is based on job attitude and oriented at the
construction element of organizational commitment from
the concept of movement desirability perceived by
individuals. In the classic model, the ease of apperceived
mobility by individuals is understood as selectable job
opportunities or actual unemployment rate perceived by
individuals, and is constructed as an external influencing
factor which acts directly on employees’ withdraw
tendency or turnover behavior in the traditional research
model based on job attitude (Xie, 2003; Lee et al., 2004).
Classic turnover models based on job attitude are
constructed on the basis of a psychological process. It
puts research focus on the mutual relations of employees’
turnover behavior, including job satisfaction, organizational

4149

commitment and expansion of their sub-structure
variables as the mediator variables, generating various
representative organizational employee voluntary models
in different periods. The model’s variables were
increasingly generated and their relationships among
variables gradually became complicated (Griffeth et al.,
2000; Lee et al., 2004). Examples of the differing
variables include the psychological process model of
Price (1977) with job satisfaction as the direct mediator
for employee voluntary turnover; the “Extended Media
Chain” model put forward by Mobley (1979); Steers and
Mowday’s turnover model (1981) with the introduction of
organizational commitment as a mediator; and the socalled “non-mainstream” voluntary turnover model called
“Cusp-Catastrophe” of Sheridan and Abelson’s (1983),
which regards job satisfaction as the key measuring
indicator and did not treat turnover as a process of
continuous psychological changes.
The above-mentioned models introduced respectively
by Price (1977), Mobley (1979), Steers and Mowday
(1991) are regarded as typical “Attitude models” in the
development of research on organizational employees’
turnover in the monograph of Hom Griffeth, published in
1995.
Griffith (2000) conducted a review research in the
model of element analysis on all papers on employees’
volunteer turnover published in classic management
magazines, he describes that related variables around
attitude models reached eleven kinds of demographic
predictors; sixteen kinds of sub-structure variables related
to job satisfaction and organization factors and work
environment factors, such as expectations, pay
satisfaction, distributive justice, supervisory satisfaction,
leader-member exchange, work group cohesion, coworker satisfaction, role clarify; six kinds of variables
related to job content and external environment factors,
such as job scope, routinization, job involvement,
alternative job opportunities, comparison with present job
etc.; three kinds of other behavioural predictors; nine
kinds of adjusting variables for withdraw process. As
Griffith (2000) review, a general research model and
analyzing route for traditional attitude research model are
displayed in Figure 1.
Hausknecht (2008) listed the major 12 retention factors
that have been published in the literature over the last 60
years from 24,829 employees in leisure and hospitality
industry of US, which help explain why employees stay or
quit. A brief summary of these content models is
described in Table 1.
In conclusion, it is generally believed that in the
traditional attitude turnover model the process of
employees’ volunteer turnover (including the turnover
intention and behaviour of turnover) is the reversed
transformation process
of
employees’ retention
psychology and behaviours, mainly consisting of four
sectors (Lee and Mitchell, 1999): first is the quit process
caused caused by job dissatisfaction; then, employees’
search for substitutable jobs before turnover; is evaluation

4150

Afr. J. Bus. Manage.

Demographic/ environment-controlled/ adjusted variables

Precursor Variables

Movement Desirability
Job-Satisfaction

Other Variables
influent to
Job attitude

Org- Commitment

Retention/
Withdraw tendency

Voluntary
Turnover

Figure 1. The Traditional Turnover Model. Adapted from Griffeth et al. (2000); pp. 463-488.

Table 1. Description and definition of retention factors.

Retention factor
1.Job satisfaction
2.Extrinsic rewards
3.Constitution attachments
4.Orgnizational commitment
5.Orgnizational prestige
6.Lack of alternatives
7.Investments
8.Advancement opportunities
9.Location
10.Orgnizational justice
11.Flexible work arrangement
12.Non-work influences

Definition
The degree to which individuals like their jobs
The amount of pay, benefits, or equivalents distributed in return for service
The degree of attachment to individuals associated with the organization such as supervisor, coworkers, or customers
The degree to which individual’s identify with and are involved in the organization
The degree to which the organization is perceived to be reputable and well-regarded
Beliefs about the unavailability of jobs outside of the organization
Perceptions about the length of service to the organization
The amount of potential for movement to higher levels within the organization
The proximity of the workplace relative to one’s home
Perceptions about the fairness of reward allocations, policies and procedures, and interpersonal
treatment
The nature of the work schedule or hours
The existence of responsibilities and commitments outside of the organization

on such substitutable jobs; and result is occurrence of
turnover behaviour.

NEW DEVELOPMENT
Introduction of the performance character
Although studies on the issues of organizational
employees’ turnover have been conducted over the past
60 years and will continue to take a prominent position in
the theory and practice of organizational behaviour
management, since the end of the 1970s and the
beginning of the 1980s, Porter and Steer (1973), Spencer
and Steers (1981) noticed the difference between leavers

with low and high performances. They stressed the
necessity to study the level of job performance as a factor
influencing turnover to study.
Dalton and Todor (1979, 1982), and Muchinsky and
Tuttle (1989), believed that previous studies overstressed the negative impact on organizations caused by
employees’ turnover, and brought forward the turnover
classification model based on the interactive appraisal of
employees’ performance and inducement of reward to
employees. Therefore, further specifying the orientation of
research on the voluntary turnover of employees with high
employee performance feature appeared, the so-called
“unfavorable drain” on organizations. This makes the
relation between employees’ job performance and their
voluntary turnover become a special research realm
possessing more value to improve organizations’
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Contextual/ contingent reward

Movement desirab ility

Job-performance

Shock to performance

Process
of withdraw

Behavior
of turnover

Apperceived mobility
Performance visibility
Figure 2. The Integrated Mediated Multi-routes Model. Adapted from Allen and Rodger Griffeth (2003); pp. 525-548.

to improve organizations’ competitiveness and needing
clarification. In the construction of this type of research
models, features of relative performance levels of leavers
and retainers, background factors influencing their
decisions to perform and participate, and organizational
performance consequence induced by turnover become
the keys to understand employee turnover behaviours
(Dalton and William,1982; Allen et al., 1999; Dess et al.,
2001).
Allen and Griffeth (1999), concerning research on the
influence of employees’ performance level to their
voluntary turnover, summarized into three categories.
These were developed from classic organizational
equilibrium theory (March, Simon, 1958), and media chain
process theory on turnover (Mobley, 1977), then put
forward a comparatively complete integrating research
model for discussing the relation between employees’
performance level and their withdraw tendency even
voluntary turnover. This model consists of three analytical
routes as shown as Figure 2. Therefore, the proposed
model consists of three analytical routes as follows: first,
is employees’ performance character in organizations will
influence their job satisfaction and organization
commitment;
secondly,
employees’
performance
character will influence their turnover behaviors through
movement in the labor market with a definitive variable of
apperceived mobility easiness; and the third concerns the
different key degrees of employees’ performance in
organizations influencing their turnover behavior in a
more direct way, so-called “short-circuiting” (Mobley et al.,
1978; Lee and Mitchell, 1999).
Scholars
discovered
that,
in
some
special
circumstances, turnover resulted without any causative
mechanisms by mediator variables, for instance,
dissatisfied to job, job search or shock of performance.
Lee (1999) and Mitchell (2003) explained that many turnover phenomena are absent from the traditional model,
on the other hand, “match for the script” may replace
assumptions of the traditional model. The traditional
model assumes that employees may rationally judge the

turnover anticipation to be greater than in actuality.
Contents of the “match” may refer to ideas and plans,
which are unrelated to the traditional mediator variables.
Once these ideas and plans appear at suitable
circumstances, for instance, opportunities of further
education, career transition, move of residential place,
child-bearing, invitation of other organization by offering
more temptation, and failure in personal performance,
and so on, will result in “Shock to the system”, leading to
withdraw tendency and turnover behavior rapidly. In
particular, those “shocks” related to individuals’
organizational performance, for example, the sudden
negative performance appraisal (leading to a sense of
failure) or outstanding positive performance feedback
(likely to lead to immediate re-evaluation on the possibility
to remain in the original organization, or strong attraction
towards other organizational invitation by offering more
temptation), are more likely to cause withdraw tendency
and turnover behavior directly (Allen et al., 1999).
Advantages of aforesaid integrative multi-routes analytical
model on employee job performance and turnover may lie
in the following factors. Firstly, clearly identifying and
analyzing the simultaneous effects of the determinant
factors contained in movement desirability and
apperceived mobility between employee performance and
turnover;
Secondly,
including
an
additional
comprehensive research model with integration of the
classic media chain, multi-routes theory, and the newly
developed idea of “shock to the system”; Thirdly,
facilitating the practice of organizational behaviors with a
multi-routes platform to improve effective mechanisms on
employee organizational performance to withdraw
tendency and even turnover.
Job coupling
The basic hypothesis, in the traditional job attitude turnover
model on employees’ turnover process includes various
exogenous variables, related to jobs in an organization,
leading to turnover tendency and job-searching behaviours
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through influencing employees’ job satisfaction and
organizational commitment (mediator variable), and
further resulting in turnover. Thus, the model, with continuous research, tries to extend the predetermined factors
(exogenous variables) which influence the mediator
variables for improving its interpretation force.
However, recent element analyses by Griffeth and Hom
(2000) on previous mainstream literature shows that the
mediator attitude variables (job satisfaction and
organizational commitment) can only interpret 3.6%
variance of actual turnover behaviours, and withdraw
tendency as the precursor variable, which is believed as
to be the most direct mediator variable to turnover
behaviour, could only interpret 12% of actual turnover
behaviours.
In view of the lower interpreting power to traditional
turnover model, Lee and Mitchell (1994, 1999, and 2004),
renowned researchers in turnover, discovered that the
various turnover variables can interpret only 25% by the
traditional mainstream of actual turnover behaviors, that
is to say, to use job satisfaction, organizational
commitment, job searching, and selection of job opportunities as major predetermined variables. Moreover, Lee
(2004) found that many voluntary turnover behaviors are
caused by events which are called “system shockers”,
neither accompanied by job searching and job opportunity selection nor dissatisfaction to jobs. Factors leading
to employees’ retention are not psychological factors
resulting in employees’ turnover only, but involving
different complex psychological and emotional processes
coupled with social relations.
Job coupling as a new variable which is introduced into
the traditional model is defended in two dimensions, it
being known as “on-job-coupling” and “off-job-coupling”.
The key structure variables of job- coupling are basically
described into three factors as linkage, fitness and
sacrifice. “Fitness” is defined as an employee’s perceived
compatibility or comfort with an organization and with his
or her environment. According to the theory of Coupling,
an employee’s personal values, career goals and plans
for the future must “compatible” with the larger corporate
culture and the demands of his or her immediate job,
such as job knowledge, skills and abilities. In addition, a
person will consider how well he or she fits the community
and surrounding environment. This study posits that the
better the compatibility, the higher the likelihood that an
employee will feel professionally and personally tied to the
organization.
“Linkage” is the formal or informal connections between
an employee and institutions or people. Job coupling
suggests that a number of threads connect an employee
and his or her family in a social, psychological, and
financial web that includes work and “off” work friends,
groups, community, and the physical environment where
they are located. The higher the number of links between
the person and the web, the more an employee is bound
to the organization. “Sacrifice represents “Sacrifice”
represents the perceived cost
of material or

psychological benefits that are forfeited by organizational
departure. For example, leaving an organization may
induce personal losses, such as losing contact with
friends, personally relevant projects, or perks. The more
an employee will have to give up when leaving, the more
difficult it will be to sever employment with organization.
Examples include nonprofit able benefits, like stock
options or defined benefit pensions, as well as potential
sacrifices incurred through leaving the organization like
job stability and opportunities for advancement. Similarly,
leaving a community that is attractive and safe may be
difficult for employees.
The expanded empirical demonstrations on the jobcoupling model indicate that job-coupling with factors for
promoting organizational performance, may be a type of
indicator to conceptually and experientially associate the
behavior decisions on performance, withdraw tendency
and quitting behaviors. Therefore, job-coupling variable is
both the predetermined variable to employees’ retention
or turnover and one of the strong effects influencing
organizational performance. Lee and Mitchell (1999,
2004) put forward and improved the “unwrapped jobcoupling model” of voluntary turnover for employees’
retention. Above 92% of samples were interpreted
satisfactorily for their turnover behavior through
combining social background on the angle of turnover
decisions and multi-route analysis. Researchers
discovered that the effects of job-coupling on employees’
retention or voluntary turnover are more significant than
job satisfaction and organizational commitment.
Requena and Felix (2003) and Watson and George
(2002) believe that organizational performance characters based on organizational social capital coupling are
found to more significant organizational behaviors made
by individual employees. Moreover, job coupling is an
important part for appraising employees’ performance
which is consistent with the connotation of organizational
social capital. Job-coupling is the socialized factor of
cognitive scenes in which employees interact with the
organizational network. Sometimes, job coupling can lead
to job satisfaction and organization commitment.
Therefore, job coupling is a decisive factor to the
formation of job attitude model. It reveals, in contrast to
the traditional model, multi-routes job-coupling model may
provide more advantages for interpreting the actual
turnover behaviors, and be of practical significance to
expand the field of organizational behavior.
In the model (Figure 3), Mitchell and Lee (2003)
described job relationship as “binding” people in it. Those
employees with high job-coupling characters have
abundant close and distant social linkages, and enjoy
themselves in their working and living networks. For the
purpose of creating a systematic analysis model, researchers construct three analytical dimensions such as
linkage, fitness, and sacrifice for job coupling, and combining it with the employees’ organization and community,
through job-coupling to interpret or forecast employees’
retention, on-job coupling (organizational coupling) and
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On-job Coupling:
Org- linkage
Org- fitness
Org- sacrifice
Off-job Coupling:
Comu- linkage
Comu - fitness
Comu - sacrifice

Withdraw
Tendency
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Employees’
Retention/ Turnover

Figure 3. The Job-coupling Model. Adapted from Mitchell, Holtom and Lee et al. (2001); pp. 1102-1121.

off-job coupling (community coupling), which are
described respectively through the three analytical
dimensions.
COMPARING WITH PERSON-ENVIRONMENT FIT
In recent reviews of the person-environment (P-E) fit
literature, Tinsley (2000) called P-E fit models “ubiquitous
in vocational psychology” and concluded that the research
support was overwhelming “that the P-E fit model
provides a valid and useful way of thinking about the
interaction between the individual and the environment”.
Management scholars have expressed growing interest in
the concept of P-E fit, due mainly to its many benefits for
employee attitudes and behaviors. PE fit in a work setting
is concerned with creating congruence between an
employee’s values, skills, knowledge, and behavior and
his/her work context. This congruence benefits both the
employer and the employee. The employer benefits are
likely to include higher levels of productivity, morale,
organizational commitment, and employee retention. The
employee benefits are largely associated with favorable
work attitudes and lower levels of work stress.
Within the P-E fit framework, researchers have found
that an individual may achieve congruence with the work
environment on one or more levels: the job, the work
group, the organization, and the broader vocation (KristofBrown, 2005; O’Reilly et al., 1991). Researchers
distinguished different specific types of fit included under
the umbrella concept of P-E fit. These include individuals’
compatibility with their vocation (P-V), organization (P-O),
job (P-J), and coworkers/group (P-G) (Kristof, 1996;
Werbel and Gilliland, 1999). First, person job (P-J) fit is
the oldest and most widely discussed form of P-E fit in
literature. P-J fit is defined as the match between the
abilities of a person and the demands of a job or the
needs/desires of a person and what is provided by a job
(Edwards, 1991).
Person
group (P-G) is the fit identifies both

supplementary and complementary aspects of fit
necessary for successfully working with co-workers in a
workgroup or a team (Werbel and Gilliland, 1999).
Supplementary fit involves employees sharing similar
attributes among their group members, whereas
complementary fit is concerned with providing the skills
and abilities that are not widely shared by other group
members (Muchinsky and Monahan, 1989). Person
organization (P-O) fit is the second type of P-E fit
mentioned in literature. The concept of P-O fit involves
matching employees’ interests, values, and needs to the
organizational culture (Chatman, 1989). Kristof (1996)
defined Person organization (P-O) fit as: “the compatibility
between people and organizations that occurs when: (a)
at least one entity provides what the other needs, or (b)
they share similar fundamental characteristics or (c) are
both”. This definition focuses on fit of the person with the
whole organization rather than a specific job, vocation, or
group. It takes into account two types of relationships that
may occur between an individual and an organization.
The organization and the individual contribute to the
fulfillment of needs of the other (for example,
complementary congruence) or the organization and the
individual share similar characteristics (such as
supplementary congruence). Since P-O fit emphasizes fit
to the organizational culture, it addresses P-E fit from a
macro-level of analysis. P-O fit emphasizes a fit between
employees and the work processes that permeate all jobs
in an organization. It attempts to create an organizational
identity by establishing consistent values that permeate
an organizational culture. Whereas P-J fit is relevant to an
individual’s compatibility with a specific job, P-O fit
pertains to how an individual matches an organization’s
values, goals, and mission. P-O fit is operationalized as
the correlation between the values of employees and their
organizations; P-J fit is measured as the correlation
between employees’ skills and their job requirements. A
summary of the P-E fit drawn by the author can be referred
to in Table 2.
With some of the earliest research in the organizational

4154

Afr. J. Bus. Manage.

Table 2. The type of Person–Environment Fit.

Type of PE fit
Person Job
(P-J fit)

Person Group
(P-G fit)

Person Organization (P-O fit)

Primary focus
Matching employees’ skills,
knowledge, and abilities to
performing specific jobrelated tasks
Matching employees’ skills,
knowledge, and abilities to
both the complementary and
supplementary requirements
of the specific workgroup

Matching employees’
interests, values, and needs
to the organizational culture

sciences and extending over the next half-century
(Edwards, 1991; Kristof, 1996; Tinsley, 2000), scholars
have found that P-E fit relates positively to important job
attitudes (for example, job satisfaction, organizational
commitment, subjective career success) job behaviors
(such as core task performance and citizenship behavior)
and negatively related to turnover intentions and
behaviors (Kristof-Brown et al., 2005). P-E fit operates at
both the organizational and individual levels of analysis.
At the organizational level of analysis, organization
provides the organizational infrastructure to support
different organizational competencies (Werbel and
Gilliland, 1999). In turn, this leads to a competitive
advantage. At the individual level of analysis, P-E fit is
concerned with identifying the individually appropriate
attributes for a given work context (Kristof, 1996). P-E fit
on the individual level is associated with having different
types of skills, knowledge, values, and behavior. These
assets are then associated with job proficiency.
Unfortunately, despite the widespread acceptance and
success of P–E fit models, there remain significant
challenges to overcome.
The crux of P-E fit model is the “P-O fit paradox”, overfocus the “fitness” or “compatibility” will result in the
stiffness and lower efficiency, especially during the
changing era. Secondly is the ability to make meaningful
predictions about outcome based upon the quality of fit
between the characteristics of a person and of an
environment. Although many studies report statistically
significant relationships between fit and outcome, the
amount of outcome variance accounted for remains
modest, usually around 10% (Donald, 2004). Lee and
Mitchell (2004), who are representatives in the academic
field of turnover research, had contributed significantly.
The various turnover variables interpreted 25% by job

Level of analysis
Individual

Organizational competencies
Functionally based competencies: General
technical job proficiency, technical
knowledge in a key function, or market
sectors.

Group

Innovation-based competencies: Flexibility
and enhanced team decision making with
decentralized decisions.

Organizational

Culturally based competencies: Shared
values and norms associated with
corporate identity. Varied but including
different dimensions of customer service,
product innovation, integrity, fun loving,
conservative, etc.

coupling as major predetermined variables of actual
turnover behaviours. Above 45% outcomes variance were
interpreted satisfactorily through combining social
background which turnover decisions and multi-route
analyzing view. Especially in empirical demonstrations, to
compare with the mediator variables of the job attitude
model, researchers discovered that interpretation of job
coupling influent to employees’ retention behaviours are
higher than job satisfaction and organizational
commitment. And the third but not the last, for talent
management,
social background showed more
significance According to Lee (1999) and Mitchell et al.
(2003), Job coupling represents a broad cluster of factors
that influence an employee's choice to remain in a job. ---may be integrated with the background of social capital,
and may be combined closely with social factors with
more comprehensive inclusiveness. Therefore, P-E fit of
job-related is not enough although operates from both of
the organizational and individual levels of analysis.
“Organization fitness” is defined as an employee’s
perceived compatibility or comfort with an organization
and with his or her environment. According to the theory
of Job Coupling, an employee’s personal values, career
goals and plans for the future must be “compatible” with
the larger corporate culture and the demands of his or her
immediate job, such as job knowledge, skills and abilities.
In addition, a person will consider how well he or she fits
the community and surrounding environment. This study
posits that the better the compatibility, the higher the
likelihood that an employee will feel professio-nally and
personally tied to the organization. O’Reilly et al. (1991)
found that misfits with the organization values
organization values terminated slightly faster than fits.
Chatman (1989) later reported that when organizational
entry produces poor person-organizational fit (P-O fit),
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employees are likely to leave the organization. Chan
(1996) suggested that having one’s personal attributes
compatible with one’s job may decrease turnover, and
found that lack of job compatibility predicted turnover.
Cable and Judge (1996), Cable and Parsons (1999) and
Werbel and Gilliland (1999) reported that people selfselect jobs based on value congruence and that
employers try to hire on that basis.
Many socialization practices follow similar processes.
More specifically, initial job choice and socialization are
related to perceived compatibility which in turn affects
turnover. Thus, a person’s compatibility with the job and
organization relates to attachments to the organization.
There are similar community dimensions of fitness as
well. The weather, amenities and general culture of the
location in which one resides are further examples. The
more implication of Job coupling which was consistent
with the connotation of organizational social capital, was
the socialized factors of cognitive scenes in which
employees interact with organizational network, further to
achieve Job satisfaction and Origination commitment. Job
coupling was a decisive factor to the formation of the job
attitude model.
In addition, outdoor activities such as fishing or skiing,
political and religious climates, and entertainment
activities (college or professional sports, music, and
theater) vary dramatically by region and location. Most
important, these assessments of fit may be independent
of job or organization fit (I love IBM, I hate New York).
Relocation would obviously require a recalibration of fit,
but even a new job without relocation could disturb ones
general patterns with new hours of work or a different
commute. There are also two constructs that partially
overlap with fitness dimension. The work of Schneider
(1987), Chatman (1989) and Kristof (1996) discusses the
idea of person-organization fit (P-O fit). More recently,
person-job fit (P-J fit) has been researched by Saks and
Ashforth (1997) and Werbel and Gilliland (1999). In
general these constructs refer to compatibility ideas
including the “congruence of the personality traits, beliefs
and values of individual persons with the culture, strategic
needs, norms and values of organizations” (Netemeyer et
al., 1997) for P-O fit and the congruence of knowledge,
skills and abilities (KSA) with one’s job for P-J fit. The
measures include items like, “to what extent are the
values of the organization similar to your own values”
(Saks and Ashforth, 1997).
In general, these constructs refer to a type of
compatibility concept, including the “congruence and
consistence between individual features, beliefs and
values and organizational cultural strategic requirement,
norm and values” (Netemeyer, 1997) at the layer of
person-organization, and the congruence between
individual KSA (knowledge, skills and ability) and the job
at the layer of person-job fit. Measuring items are mainly
embodied in “the degree of similarity between
organizational values and personal values” (Saks and
Ashforth, 1997).
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The dimension of organization fitness incorporates a
number of the separate fit ideas from this literature. This
study asks how well one perceives he/ she fits with his/
her co-workers, group, job, company and culture. In
addition, since there is confusion in the literature on the
bases of compatibility (e.g., personality, values, needs
and goals; Kristof, 1996), therefore, this study simply asks
for an overall fitness perception without referring to needs
as apparent in the above items. Thus, the organization
fitness construct of Job coupling is more encompassing
than the separate fit constructs in the literature.
The analytic dimension of organization-fitness in Jobcoupling integrates thoughts from these literatures,
stressing more on the compatibility perceived to their
colleagues, groups, job, units, and organizations. In
addition, the bases for analyzing the construct of fitness in
previous literatures are omnibus (Kristof, 1996). For
instance, mixing personality, values, needs, and targets,
but what is measured in Job coupling is the general
fitness, without the need to highlight some items of
fitness. The concept of fitness in JC is more inclusive
involving community-fitness.
In summary, there are more overlaps between Organization fitness of Job Coupling and P-E fit which are
described as P-O fit and P-J fit respectively. However, as
a new platform of Communication about talent retention
are suggested in this paper. Apparently, being coupled in
an organization and one's community is associated with
reduced intent to leave and actual leaving. These findings
appear to support the current emphasis in the academic
and popular press on the need for organizations to be
concerned with talent's lives both on and off-the-job. It
also suggests that the focus on money and job
satisfaction as the levers for retention may be limited in
scope. Many non financial and non-attitudinal factors
serve to place people in a network of forces that keep
them in their job. Further pursuit of these ideas will
hopefully increase our understanding of why people stay,
why they leave and how those actions can be influenced.

PROPOSED INTEGRATIVE MODEL
In the aforesaid model of Mitchell et al. (2003), jobcoupling is a general coupling conception including nonjob factors. Lee and Mitchell (2004) distinguished
substructure variables in financial institutions; Liao (2007)
in an hospital institution, Zheng and Sharan (2009) in
cross-industry samples of MBA students from China and
Malaysia, discovered that on-job coupling is a significant
indicator to employees’ performance, and off-job coupling
is more significant to employees’ withdraw tendency.
Their research also revealed that job coupling have an
obvious adjusting effect and even mediating effect on the
relationship between employees’ organizational performance and withdraw tendency. It provides a basis for
empirical studies on the introduction of job-coupling into
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Movement desirability
Job-Satisfaction
Org-Commitment

Performance
Character

On job coupling
Off job coupling

Withdraw
Tendency

Apperceive mobility
Figure 4. The Proposed Performance-Withdraw Tendency Model.

the network between employees’ performance character
and turnover tendency, even behavior. Therefore, in the
proposed model as shown in Figure 4, this study take job
coupling as mediator between performance character and
movement desirability, neglect the less-significant
relationship between performance characters to
movement desirability.
FUTURE RESEARCH DIRECTIONS
The classic school may focus on the complex relationship
among variables in the “job attitude model” following
direction from the organizational equilibrium theory.
However, the New Development School, might extend the
empirical study by investigating cross-industry samples,
the structure of on-job coupling and off-job coupling, the
interaction between job-coupling and other variables, for
example, some factors of job coupling or performance
shock as moderators. The current operationalization of
job coupling combines each item and six dimensions
using equal weights. However, the individual’s combined
strength of one’s relationship with others in the network
may differ significantly. This means that individuals may
have the same coupling score, but the structure of it
maybe different. Although the construct of job coupling is
proposed in this study with withdraw tendency, the
outcome of being coupled may be more than it. Whether
or not there is a possibility of a moderating influence by
organization commitment and procedural justice from job
coupling or performance shock?

DISCUSSION
From the primary thought (Barnard,1938) about
employees’ retention/turnover to “Decision of participate”
model (March and Simaon, 1958), then the “Job-attitude
model” groups: Price (1977), Mobley (1979), Steers and
Mowday (1991), till now, the new development of
employees’ retention/ turnover model era, the integrative
model (Allen et al., 2001), the “turnover model” of Mitchell
and Lee (2003), even the proposed model, all of them, no
doubt, provided indispensable theoretical and practical
bases for our future research.
The model of Mitchell and Lee (2003), both in terms of
theoretical hypothesis and empirical research, shows that
job coupling plays a role equivalent to that of job
satisfaction and organizational commitment, and is even,
under certain conditions, as more decisive mediator
variable directly leading to employees’ voluntary turnover.
However, traditional attitude model ignores the position of
this type of influencing factors. The integrative employees’
job performance, the hypothesis of multi-route media
chain research model on voluntary turnover, which is put
forward by Allen and Griffeth (1999), is a pioneering
model for discussing the relation between employees with
high performance characteristics and their turnover from
organizations. But, verification can’t be conducted from
employees’ job performance to job satisfaction route
owing to the lack of suitable mediator mechanism.
From the perspective of empirical research, the
employee retention model may be established and
maintained through managing the dynamic external and
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internal organization relations among employees or
institutions. In fact, it belongs to the construction area of
organizational social capital, through actively improving
the transformation cost induced by key employee’s
turnover; individuals’ performance may be activated. As a
result, target for key employee retention in organiza-tions
may be achieved. Meanwhile, this is also favorable for
extending the analytic perspective and management
foundation concerning employees’ retention which
depends on both Classic School and Proposed Multiroutes model. Nevertheless, the discussion of research
mentioned in this study provides more areas for the future
research as well as information that can be used by
actual executive managers on the retention factors or
models of employee’s retention.
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