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ABSTRACT: 
An organization’s agents' actions largely influence the way employee experiences the relation-
ship with the organization. This relationship can either have a positive or a negative influence 
on employee turnover intentions. If an employee decides to leave the organization voluntarily, 
this can cause the loss of valuable skills and knowledge and increased costs to the organization. 
To avoid these and gain competitive advantage organizations must avoid voluntary turnover and 
thus improve the relationships between employees and organizations. As an organization is an 
impersonal entity it has not been clear whom the employee mirrors their relationship to, when 
discussing the relationship with the organization. 
 
This thesis is exploring the relationship between employees and supervisors or senior manage-
ment and their different effects on employee turnover intentions. The theoretical framework of 
this study forms from previous research on the employee-organization relationship, utilizing the 
social exchange theory and leader-member exchange theory, and previous research on em-
ployee turnover. The data for the empirical part was collected through 10 semi-structured in-
terviews with employees from five different organizations between the ages of 35 to 60. 
 
The findings reveal that EOR affects employee turnover intentions differently, whether regard-
ing the supervisor or senior management. Regarding communication in an EOR, supervisors are 
hoped to be closer and more individualistic whereas senior management is hoped to be open 
and communicate with groups collectivistic. Trust is the biggest aspect behind employee turno-
ver intention in EOR. With the relationship with senior management, trust is more apparent 
through respect. Senior management should respect employees as experts in their field of work. 
Supervisors need to show trust in matters, give employees autonomy and support them in the 
decision-making process. For more satisfaction and commitment to the relationship with the 
supervisor, it is vital for employees to feel that the supervisor is actively promoting their bene-
fits. Senior management is more connected to the organization's values and strategy. To mini-
mize voluntary turnover, it is crucial to openly communicate values and strategy if changes oc-
cur. The findings show that the relationship with the supervisor as an agent of the organization 
is more important regarding employee turnover intentions. The supervisor is also more person-
alized than senior management. Senior management is seen as a more organization-kind entity 
through its values and strategy. The relationship still holds value when considering turnover in-
tentions. Regarding the findings of this study, it contributes to both EOR and turnover literature. 
 
 

KEYWORDS: EOR, voluntary turnover, employee, organization, supervisor, senior manage-
ment 
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1 Introduction 

In an employment relationship, the employee's behavior is largely influenced by the em-

ployee's relationship with the organization and the characteristics of the organization 

(Che, Zhu & Huang, 2022). Organizations need to spend more time identifying different 

individualistic characteristics to improve organizational performance and achieve goals 

more easily (Che, Zhu & Huang, 2022). The competitive environment in organizations 

greatly impacts how the employee-organization relationship (EOR) is perceived and what 

this relationship affects both from the perspective of the organization and the employee 

(Li, Jia, Cai, Kwan & You, 2020). 

 

The way organization’s agents, managers, interact with their subordinates can either 

have a positive or negative impact on their subordinates' intentions to leave. When the 

relationship between the employee and the manager is negative, the employee is more 

likely to want to leave the organization (Elanain, 2014). When the relationship is poor, 

communication, trust, satisfaction, commitment, and other benefits of the relationship 

are scarce. This results in negative emotions toward the manager and could have a direct 

impact on the organization (Kristof-Brown et al, 2005). In such cases, employees seek 

better relationships in other organizations, as they try to resolve the issue. These kinds 

of relationships are not ideal and can cause voluntary employee turnover (Elanain, 2014). 

 

In the modern business scenario, there are plenty of job opportunities available to em-

ployees, and thus, voluntary employee turnover can pose serious problems for organi-

zations (Kang & Sung, 2019). When employees leave an organization voluntarily, it can 

lead to a loss of valuable knowledge and skills, as well as increased costs for the organi-

zation. These costs can be direct, such as those associated with hiring and training new 

employees (Collins & Smith, 2006). Moreover, there can be indirect costs related to re-

duced employee commitment and customer dissatisfaction (Kang & Sung, 2019). The 

knowledge and skills possessed by employees often hold substantial economic and com-

petitive value for organizations, and therefore, it is critical to manage them strategically 

to achieve the organization's objectives (Lee, Hsu & Lien, 2006). 
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1.1 Motivation for the study 

Employee-organization relationship has been studied a lot, and it has been the subject 

of research by human resource schools for the last decade (Eldor & Vigoda-Gadot, 2017; 

Coyle-Shapiro & Shore, 2007; Tsui, Pearce, Porter & Tripoli, 1997). Due to the more com-

petitive and changing work environment, other perspectives on the subject are needed 

so that it is possible to obtain comprehensive research information (Eldor & Vigoda-

Gadot, 2017). A good EOR improves competitiveness both from the organization's point 

of view and increases commitment from the employee's point of view (Che, Zhu & Huang, 

2022; Coyle-Shapiro & Shore, 2007). 

 

However, it has been studied that more and more employees are not as emotionally 

committed to the organization as they used to be because the shareholders of the or-

ganizations put pressure on productivity instead of long-term relationships (Eisenberger 

et al., 2019). This pressure leads to employees experiencing more work stress than at 

present, and thus their well-being and job satisfaction suffers (Frone, 2018). 

 

Psychological contracts and relationships between organizations and employees are crit-

ical to the organizations and their representatives. Prior research has mainly focused on 

supervisors as agents of organizations in the relationships, but it is important to include 

other organizational agents to gain a more comprehensive understanding of the topic 

(Shore & Tetrick, 1994). Although supervisors and employees have the closest relation-

ship in the organization, it is important to also study the relationship formed with other 

agents, such as senior managers (Tekleab & Taylor, 2003). It is important to understand 

with whom the employee feels they are in a relationship, i.e., to whom they mirror the 

organization as the other party (Coyle-Shapiro & Shore, 2007). 

 

According to the literature, the relationship and quality between the employee and the 

organization have been found to impact how the employee perceives the organization 

they work in and whether they voluntarily want to leave the organization (Elanain, 2014). 

However, since there is not much literature and studies on the differences in the 
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relationship between different agents of the organization and the employee on the em-

ployee's voluntary turnover intention, this study meets that need. 

 

 

1.2 Research question and objectives 

This study aims to find out how the relationship between the employee and the organi-

zation affects the employee's voluntary turnover intentions. More precisely, the study 

investigates how the organization is perceived, and whether there are differences in 

whether the employee, as an agent of the organization, focuses on their immediate su-

pervisor or senior management. The purpose of the research is to expand the under-

standing of how different perceived relationships with the organization affect the em-

ployee's intentions to leave the organization voluntarily. The purpose of the research is 

to create tools for organizations so that they can develop their relationships with em-

ployees to reduce voluntary turnover. 

 

Research interviews are used to find an answer to the main research question: 

 

1. Does the relationship between the employee and the supervisor or senior man-

agement affect the employee turnover intentions differently? 

 

The secondary research question, which is used to support answering to the main ques-

tion, is: 

 

2. What factors affect the quality of the relationship between the employee and the 

organization? 

 

The objectives of the research are: 

 

1. Describe the concept and the importance of the employee-organization relation-

ship for the organization to prevent voluntary employee turnover. 
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2. Describe the link between different agents in the employee-organization rela-

tionship and the employee's turnover intentions. 

3. Start a discussion on the topic and create tools for the phenomenon. 

 

 

1.3 Structure of the thesis 

The research includes a literature review and an empirical section, divided into five main 

chapters. The first chapter of the study describes the background of the study, the aim 

of the study, and the structure of the study. The second chapter of the study describes 

the theoretical background for the study. The second chapter reviews the literature rel-

evant to the research, focusing on the literature on employee-organization relationships 

and employee turnover. The second chapter also introduces the theoretical framework, 

which is built for the research with the help of the theoretical background. 

 

The third chapter presents the research methodology. The chapter focuses on how the 

empirical part of the research was done. A qualitative research method is implemented 

in the research, conducting semi-structured interviews with ten interviewees to search 

for meaningful answers to the research goals. The collected material is analyzed using 

content analysis, the process of which is also described in paragraph three. The third 

paragraph also evaluates the reliability and validity of the research. 

 

In the empirical part of the study, chapter four discusses the results obtained from the 

study. Based on these, at the end of the fourth chapter, a revised theoretical framework 

is also presented, which has been modified by the research results. After this, the last 

chapter presents the theoretical contribution and managerial implications of the study 

and discusses the limitations of the study. Also, suggestions for future research will be 

presented. 
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2 Theoretical background 

This chapter on the theoretical background will first define the terms of organization and 

employee-organization relationship. The chapter will discuss different elements of a re-

lationship, the nature, and actions to create a relationship. Furthermore, details are pro-

vided about potential relationship parties. Secondly, two theories important to the em-

ployee-organization relationship are presented for a holistic understanding of the rela-

tionship. Thirdly, it discusses employee turnover and factors that can lead to turnover 

intentions. Finally, wider research will connect employee-organization relationships and 

employee turnover. 

 

 

2.1 Employee-organization relationship 

Employee-organization relationship (EOR) or organization-employee relationship is a 

term that aims to describe the relationship between an organization and an employee 

on a general level (Shore et al., 2004). Men and Stacks (2014), also defined EOR as the 

degree to which an organization and its employees trust one another, agree on who has 

the rightful power to influence, experience satisfaction with each other, and commit 

themselves to the other. EORs are important in connecting human resources to strategy 

and concrete results that affect the organization's performance, productivity, and suc-

cess (Kang & Sung, 2017; Men, 2012). 

 

An organization is an organized entity where people use elements that can be considered 

the foundation of the organization. Making decisions is essential for the formation of an 

organization. Decisions are made regarding other members of the organization and the 

entire organization. These decisions concern how to act, what to aim for, and how to 

achieve these goals. The organization also has concepts of membership, hierarchy, rules, 

organizational control, and positive and negative sanctions. A formal organization has all 

these elements in its operation, although the elements could also be used separately to 

form a partial organization. (Ahrne & Brunsson, 2011). 
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Literature and research related to EOR have increased its popularity among researchers, 

as there have been many changes in business relations in recent decades (Coyle-Shapiro 

& Shore, 2007). Several theories have been used behind EOR to make the relationship 

easier to understand. A social relationship always includes interaction, and interaction 

creates obligations (Cropanzano & Mitchell, 2005). Trust is required from the parties, 

when one offers an advantage, it is possible that the other party does not return the 

advantage. In social exchanges, the nature or timing of benefits is not specified, but the 

commitment to the relationship nevertheless creates reciprocity (Shore et al., 2006). 

 

Over time, the relationship can become one where the exchange partners trust each 

other based on the interaction and believe that they will receive benefits in return for 

the input. In an EOR relationship, an individual employee is often satisfied when they get 

as much benefit as possible from the organization in return by investing relatively little 

themselves, i.e., there is a bigger difference between these two components (Coyle-

Shapiro & Shore, 2007). From the perspective of the organization, the contribution from 

the employee's side needs to be large enough so that the organization can give incen-

tives to the relationship, and at the same time, the incentives must be large enough that 

the employees are ready to make a sufficient contribution to achieve them (Coyle-

Shapiro & Shore, 2007). 

 

In terms of the success and competitiveness of organizations, employees are in a key 

position (Nahapiet & Ghohsal, 1998). Employees have such relationships with other em-

ployees, managers, and customers, as well as knowledge about the organization, with-

out which the organization could not strive (Nahapiet & Ghohsal, 1998). Managing em-

ployees and EOR is important for the organization because employee resources are in-

valuable to many organizations. 

 

EOR includes six major components that can be used to determine the quality of a rela-

tionship. These do not discuss how the relationship between the employee and the 
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organization should be built, or what parts it consists of. The components were devel-

oped by Hon and Grunig (1999, p.3). These characteristics can determine what the qual-

ity of the relationship is perceived to be: 

 

(1) Trust - The trust between the parties in the relationship and its 
level in each other. 

(2) Control Mutuality – The parties' agreement on how much influ-
ence they legitimately have over each other. 

(3) Commitment – Creating value for how much time and energy the 
parties think should be spent on the relationship and how it 
should be managed and maintained. 

(4) Satisfaction – The parties' satisfaction with how the other party 
has met the expectations of what was expected of the relation-
ship in advance. 

(5) Exchange Relationship – One party gives benefits to the other, 
and the other party is expected to do so in the future. 

(6) Communal Relationship – Both parties produce benefits for the 
other because they are concerned about the welfare of the other 
party. 

 
 

The relationship between the organization and the employee can be approached from 

four different perspectives. These are based on how much the organization encourages 

the employee in the relationship and how much the employee invests in the relationship. 

It has been studied that if an organization invests a lot in EOR, that is, EOR is a mutual-

investment (a large incentive from the organization, but also a large investment from the 

employee) or an over-investment (a large incentive from the organization, but a small 

contribution from the employee to the relationship and its creation and to maintaining 

it), the EOR effects are positive, for example, in terms of employee trust and commit-

ment, and based on the organizations' low turnover rates. However, if EOR is a quasi-

investment (i.e., the organization does not or only slightly encourage the employee in 

the relationship and the employee does not invest in the relationship) or under-invest-

ment (the organization does not invest much in the relationship, even though the em-

ployee invests in the relationship), the results are opposite. (Shaw et al., 2009; Zhang et 

al., 2008). 
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Organizational influences on EOR quality and outcomes are large, but how the employee 

perceives the interaction of the relationship is also affected (Shaw et al., 2009; Zhang et 

al., 2008). In the targeted EOR, which is a mutual investment, the employees enjoy the 

benefits of the organization and a permanent sense of security, while the organization 

benefits in that the employees are committed and loyal to the organization. 

 

EOR should also consider the environment in which the relationships are created or exist. 

The flourishing of the internal and external environment or, on the other hand, chal-

lenges and changes affect how EOR is implemented and functions (Coyle-Shapiro & 

Shore, 2007). In a changing environment, the focus is on change, so EOR inevitably shifts 

focus along with the changes. Organizations also compete today with different compet-

itive advantages, which are often more temporary, as the cycle time of many products 

and services is getting shorter (Galbraith, 2002). Environmental management pressures 

may charge how much time organizational agents must devote to EOR investment (Gal-

braith, 2002). This reorganization based on the environment affects not only the organ-

ization, but also the employees' image of EOR, and reacting to the changes can cause the 

success or failure of the organization (Coyle-Shapiro & Shore, 2007). 

 

Both parties' investment in EOR has remained relatively unchanged over the past 25 

years. Today, organizations are expected to achieve more short-term goals, which has 

been suspected to lead to EOR not being invested in the same way anymore and emo-

tional investment in relationships being minimized (Eisenberger et al., 2019). However, 

at least for the time being, EOR has not changed its form, even though the environmental 

goals have become more and more profit-oriented. This does not mean that the envi-

ronment and the changes taking place in it do not have a role in EOR and how it is per-

ceived. 

 

Middle management or the closest supervisor is often seen as the representative of the 

organization. The supervisor can act as an agent of the organization in the EOR relation-

ship, in which case the state of the EOR relationship is reflected between the supervisor 
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and the employee (Zhang et al., 2008). However, the organization consists of several 

possible agents, i.e., potential exchange partners. Often when the relationship between 

an employee and an organization is studied, there is no certainty as to which exchange 

partner the employee refers to when answering questions about the organization 

(Coyle-Shapiro & Shore, 2007). 

 

In EOR, the employee usually sees the organization through human traits and character-

istics (Babchuk et al., 1963). Employees form a relationship with the organization by pic-

turing the organization's actions as the actions of the organization's representative 

(Coyle-Shapiro & Shore, 2007). In EOR studies, assumptions are therefore made that em-

ployees see the organization as one human factor, i.e., they bundle all possible agents of 

which the organization is made up into one human characteristic, which they personify 

into one of the organizational agents (Coyle-Shapiro & Shore, 2007). 

 

According to Coyle-Shapiro and Shore (2007), personification happens more easily if the 

employee feels that the agent works in line with the organization's goals. Employees can 

also feel that their relationship with the organization consists of several individual rela-

tionships with different organizational agents (Babchuk et al., 1963). However, personi-

fication has not been extensively studied outside of EOR research, so there is still no 

comprehensive evidence on organizational personification, how it is done, and to whom 

it is targeted. It is assumed that persons acting in the roles of leaders adopt the relation-

ship and implement EOR with the interests of the organization in mind. Still, they may 

consciously or unconsciously make decisions that are more in line with their interest or 

the group they feel they represent than the interests of the organization (Coyle-Shapiro 

& Shore, 2007). 

 

The relationship and trust built by supervisors are of great importance in how employees 

perceive trust in the organization. When supervisors give employees support and en-

courage them to move forward, employees often feel that the organization is supportive 

of them and employees feel more committed to the organization (Zeb et al., 2023). 
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It can be more difficult for middle management and immediate supervisors to act in an 

EOR relationship, considering the interests of both the organization and themselves (Hal-

lier & James, 1997). They often act as both parties to EOR, employee, and employer, so 

their role can be more challenging concerning EOR than that of senior management. 

Middle management (supervisors) may strive to act in their interests as well as those of 

employees, which may not be fully aligned with the interests of the organization (Coyle-

Shapiro & Shore, 2007). Middle management forms personal bonds with employees and 

wants to please employees as well, in which case they may no longer act rationally (Liden 

& Graen, 1980). This personal element can cause employees to see their relationship 

differently when it comes to different agents in the organization. 

 

The senior management can also act as a representative of the organization. However, 

employees do not as often personify senior management as agents of the organization. 

This is since often when senior management communicates with employees about, for 

example, the organization's goals, the communication concerns the entire staff and not 

so much an individual employee. Senior management does not come as close when 

forming a relationship with an employee as supervisors and middle management appear 

to the employee. In their communication, senior management often does not imply the 

obligations and incentives of the individual employee, and therefore forming and build-

ing an interactive relationship can be more difficult for the employee. Consequently, the 

employee often does not see the senior management as the primary agent for the rela-

tionship formed with the organization. (Tekleab & Taylor, 2003). 

 

However, the management style of senior management has a bearing on how EOR is 

perceived by employees. If the leader is present, and they are perceived as close and 

encouraging, it is easier for the employee to form a relationship with them as an agent 

of the organization. On the other hand, if the senior management is distant and unreach-

able, i.e., there is a large gap between the employees and the senior management, it is 

more difficult to form a relationship. The leadership styles and characteristics of senior 
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management have similar features and effects on EOR as the closest supervisors. (Ni, 

2007). 

 

To establish trust, internal communication is important (Falkheimer & Heide, 2015). Trust 

is one of the strong elements in EOR. Internal symmetrical communication in intra-or-

ganizational relationships is used to generate and develop ideas, rather than to manipu-

late the thoughts or behavior of the other party to the communication (Kim, 2021). The 

organization's willingness to listen and respond to employee concerns is referred to as 

two-way symmetrical communication (Kim, 2021). The purpose of this is to build mutual 

communication and promote employees' understanding of the organization and its 

wishes and goals. Internal communication has a great impact on EOR quality (Ni, 2007).  

 

Even when a crisis occurs in an organization, communication is important. During crisis 

communication, the quality of EOR is particularly important, because a good quality of 

the relationship better ensures that the crisis is easier to manage and it usually reduces 

misunderstandings during crisis communication (Falkheimer & Heide, 2015; Mazzei & 

Ravazzani 2011). EOR also affects how fast the organization's performance can be re-

stored after a crisis (Kim, 2021). The relationship between employees must be of high 

quality both with immediate supervisors and senior management so that after setbacks 

it is easier for them to recover and return to a normal work rhythm faster (Kim, 2021). 

 

Several studies emphasize the importance of internal communication in forming and 

maintaining EOR (Kim, 2021; Ni, 2007). Employees may have preferences, for example, 

regarding what kind of communication channels they prefer or what they like the most. 

However, face-to-face communication cannot be replaced by communication through 

other channels (Kim, 2021). 

 

Listening, as part of communication, is of great importance to what kind of EOR is formed. 

Listening is an important component in how a supervisor listens to their subordinates 

and in how employees are listened to at the organizational level. Both are important in 
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terms of the relationship (Quin & Men, 2021). When listening, it is important to process 

what has been heard and understand it, as well as respond to the speaker and not forget 

the purpose. Listening plays a role in how an open and effective relationship can be 

formed between the employee and the organization (Quin & Men, 2021). This also af-

fects what kind of attitudes the employee has towards the organization. 

 

The organization must also have a certain understanding of what their closest stakehold-

ers, the employees, expect and demand from the organization. It is not realistic for an 

organization to form a similar relationship with all employees. Although employees who 

are often located closer to the organization are more likely to feel emotional attachment 

and evaluate their relationship with the organization as stronger, it still does not mean 

that the relationship with all employees cannot be good and mutually satisfying. The 

organization must have an understanding of what certain employees and employee 

groups expect and demand concerning the organization. (Ni, 2007). 

 

 

2.1.1 Social exchange theory 

The central theory in EOR is usually social exchange theory. The theory of social exchange 

was originally developed by Blau in his book published in 1964 and discussed in later 

editions. For EOR, the positive effects on the relationship based on the theory of social 

exchange, such as trust and the creation of a high obligation between the parties of the 

relationship, are especially important (Shore et al., 2006). 

 

According to the theory, in a social relationship, one party does the other a favor, and 

they can expect some form of return from it (Blau, 2017). However, the timing and form 

of the return may be unclear, which creates an opportunity for the other party to prove 

that they are worthy of trust. To be considered as a social exchange, the exchange must 

be reciprocal. One party may have different attitudes toward the other. The parties can 

be independent of each other, i.e., the results are based on the actions of only one party 

(Shore et al., 2006). The parties may also be completely interdependent and thus the 
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results are entirely based on the efforts of the other (Shore et al., 2006). However, the 

basis for a social exchange relationship is mutual dependence, i.e., the results of the 

relationship are based equally on the activities of both parties (Blau, 2017). Without mu-

tual dependence, the relationship cannot be characterized as a relationship of social ex-

change (Shore et al., 2006). 

 

Unlike a social exchange, in an economic exchange, the relationship of the parties is not 

necessarily long-term or requires emotional attachment (Shore et al., 2006). Economic 

exchange is often more impersonal and does not require as much investment as social 

exchange (Shore et al., 2009). Only the social exchange relationship tends to generate a 

sense of personal gratitude, duty, and trust, which the economic exchange relationship 

does not even try to generate (Shore et al., 2006). 

 

Individual differences also in social relationships must be considered. When it comes to 

more personal relationships, individual differences are a factor that cannot be ignored. 

According to the theory, although an individual may see the social exchange and rela-

tionship as a sign that the organization has invested in EOR, another individual may see 

the exchange relationship with these open obligations in the long run as too hard of 

personal and emotional risk (Eisenberger et al., 1987). Similarly, others accept a purely 

economic exchange better as part of the business, while some may see it, because of its 

impersonality, as exploitation of the employee (Eisenberger et al., 1987). 

 

In some organizations, a more aggressive culture may prevail, where the profits and in-

dividual performance typical of the economic exchange relationship are more valued. In 

aggressive cultures, exchange relationships and EOR are not necessarily invested as 

much, and they are seen as an extra effort around profit orientation. This may make it 

more difficult for employees to form long-term relationships with the organization. In 

the absence of long-term relationships, employees often judge the organization's relia-

bility through each event. This also reduces the willingness to even form a longer-term 

relationship with the organization. (Zhang & Jia, 2010). 
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In the structure of organizational commitment, there is strong theoretical support from 

the EOR literature for the importance of social exchange relationships. Commitment de-

scribes how emotionally attached an employee is and how they identify with the organ-

ization (Hom et al., 2009). These are related to how good the social exchange is between 

the organization and the employee. Social exchange involving high mutual obligations 

and long-term relationship building and trust reduce employees' intentions to leave the 

organization (Hom et al., 2009). A mere financial exchange harms commitment, and it 

does not reduce the employee's intentions to leave the organization due to the imper-

sonal quality of the economic relationship (Shore et al., 2009). 

 

Trust, which is one of the cornerstones of EOR, is most likely to develop between parties 

to a social exchange when there are as few binding contracts or major negotiations as 

possible (Jeong & Oh, 2017). This provides an opportunity for each party in the social 

exchange to demonstrate that they are worthy of trust (Shore et al., 2009). Trust and its 

earning can be considered a kind of intrinsic social reward that serves as a basis for the 

relationship between partners (Ferrin et al., 2007). 
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Figure 1. Social exchange theory (Jeong & Oh, 2017). 

 

An economic exchange that functions without a greater emotional connection does not 

generate much trust. According to EOR, economic exchange only has a short-term basis. 

In addition, the incentives, financial and material, present in this exchange are normal 

and mandatory according to business practice, the neglect of which can have legal con-

sequences for both the organization and the employee. (Shore et al., 2009). 

 

The development of EOR and social relations is also largely influenced by the kind of 

power and influence the parties have over each other. Whether other potential ex-

change partners are available, also affects the development of the relationship and its 

long-term duration. If there are potential other exchange partners from whom equally 

valuable resources could be obtained, a similar or equally high-quality relationship may 

not develop if it develops at all. (Emerson, 1962). 

 

Social relationships can also be characterized by three other dimensions instead of reci-

procity. Sahlins (1972) derived three dimensions in his theory to describe the theory of 

social exchange and social relations, the immediacy of return, the equivalence of returns, 

and the degree and nature of the interest of each party in the exchange. The immediacy 

of returns includes the timing within which the partner is believed to fulfill the corre-

sponding obligation. The equivalence of returns means how equivalent the goods or ex-

changeable are in the exchange relationship. The interest of each party in exchange again 

describes how the interests of the parties operating in the exchange relationship are 

divided, whether they pursue a common interest or their interest.  

 

The dimensions form a continuum of reciprocity on which the quality of the exchange 

relationship can be placed. Reciprocity can be generalized, balanced, or negative. It is 

typical for generalized reciprocity that the obligation towards the other party is vague in 

terms of when a return can be received, and it also reflects trust and common interest. 

Balanced reciprocity is again characterized by the fact that the exchange is returned 
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immediately, reflecting the mutual benefit of the exchange partners. Negative reciproc-

ity is sometimes the opposite of both. In it, giving is replaced by taking, and the exchange 

partner purely pursues their interests with complacency. (Sahlins, 1972). 

 

There are also differences in terms of social exchange and EOR, whether it is an individ-

ualistic or a collectivist culture. In a collectivist culture, where teams are valued more 

closely than individuals, it is even more important to gain trust and positive actions from 

the organization. In countries with a collectivist culture, the relationship between the 

organization and the employee is often even further away from an economic exchange 

relationship than it is in countries with individualistic cultures. In addition, in collectivist 

cultures, good gestures, rewards, or displays of trust shown to the team are seen as more 

important in terms of EOR development than the benefits shown to the individual from 

the exchange relationship. (Zhang & Jia, 2010). 

 

In social exchange theory, the social relationship in the workplace is also influenced by 

culture in general. The national culture is believed to influence the organizational culture, 

in which case management styles are often in line with the national culture. With the 

examination of national culture, it is, therefore, possible to study which characteristics 

organizations and employees invest in when creating relationships at workplaces. (Zhang 

& Jia, 2010). 

 

 

2.1.2 Leader-member exchange theory 

Leader-member exchange theory (LMX) considers leadership as a process that arises 

from the interaction between the member (employee) and the leader. The theory is 

based on the fact that, because of interaction, different levels of relationships are cre-

ated between the supervisor and the employees. These relationships can appear in two 

different forms: internal group and external group relationships. Internal relationships 

are largely based on respect, trust, and reciprocity between the leader and the member. 
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External relations, on the other hand, are based only on formal relations and the job 

description defined in the employment contract. (Kalliomaa & Kettunen, 2010). 

 

 

Figure 2. Leader-member exchange. 

 

Members can be positioned in one of the groups, depending on what kind of relationship 

they form with the leader, as well as how they can accept different responsibilities in 

their work and how interested they are in the possible responsibility given (Martin et al., 

2023). The members belonging to the internal group get more influence, information 

about the organization's affairs, and more attention from their leader (Kalliomaa & 

Kettunen, 2010). 

 

Leaders do not necessarily approach all their subordinates in the same way but develop 

and maintain individual interaction relationships with those they lead (Isotalus & Ra-

jalahti, 2017). The employees in the organization are not only included in the inner circle 

and the outer circle but the relationships between the members and the leaders are also 

formed individually (Kalliomaa & Kettunen, 2010). Due to leaders' limited resources, 

leaders allocate their own and the organization's resources, such as time, support, and 

tasks, selectively and individually to their subordinates. According to the LMX theory, 

this quality of exchange between the leader and the member can vary from high to low 

(Isotalus & Rajalahti, 2017). 

 

The formation of the LMX relationship begins even before the parties have necessarily 

met in person. Past relationships and encounters are important for how relationships 

develop in the future (Ballinger et al., 2009). Therefore, it already has some kind of basic 
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assumptions before the first meeting. Also, in the early stages of relationship formation, 

trust is essential for the usefulness of relationship development (Kangas, 2013). The 

leader must have confidence in the employee's ability and willingness to perform the 

assigned tasks successfully and thus meet the leader's expectations (Kangas, 2013). In 

addition, trust is needed from the employee already in the beginning that the leader will 

meet their expectations and provide the necessary resources if the tasks are completed 

(Kangas, 2013). 

 

A high-quality exchange and relationship are characterized by respect, attention, mutual 

trust, support, and less control over work tasks. A low-exchange relationship is more 

characterized by special formality, more hierarchical management from top to bottom, 

less support and weaker trust between the parties, and meager remuneration. The rela-

tionship between the leader and the employee usually falls somewhere on the contin-

uum between the extremes of these two exchanges. The theory emphasizes the im-

portance of communication because the quality of relationships and communication in 

relationships are strongly linked. (Isotalus & Rajalahti, 2017). 

 

The characteristics of a close leader-member exchange are that the parties of the rela-

tionship are not afraid to show their true feelings and be themselves (Fisk & Friesen, 

2012). Parties can have shared emotional experiences, which points to a high-quality 

relationship (Fisk & Friesen, 2012). Inauthenticity in a relationship is more common 

when the parties of the relationship are unknown to each other or a person with whom 

the quality of the relationship is weak (Fisk & Friesen, 2012). Low-quality relationships 

are experienced by those who belong to the outer group, have a bad relationship with 

their leader and perform their work with external motivation (Graen & Uhl-Bien, 1995). 

They usually only perform the work tasks that are necessary for their role, and the inter-

action in the relationship is usually minimal and one-sided (Graen & Uhl-Bien, 1995). In 

this type of relationship, communication is often only related to work tasks and perfor-

mance, and neither party gets much from the relationship (Graen & Uhl-Bien, 1995). 
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The basic idea in this theory is that the relationship between the leader and the member 

affects the organization's results. In studies based on the theory, it has been found that 

a high-quality relationship between the leader and the employee has a positive effect 

on employee satisfaction, performance, productivity, commitment to the organization, 

and evaluation of the manager's performance, and reduces employee turnover 

(Akgunduz et al., 2023). In turn, a worse relationship is reflected in employee burnout, 

defensive communication, and turnover, as well as weakening communication satisfac-

tion, performance level, and commitment to the organization (Isotalus & Rajalahti, 2017). 

 

The LMX theory found that a leader should strive to create a high-quality relationship 

with all their subordinates. Based on this, the idea of building leadership was developed, 

where the idea is how a leader could build a high-quality relationship with all members. 

Even if this is not always possible, the leader has an obligation to allow all subordinates 

to create a partnership with the leader (Isotalus & Rajalahti, 2017). By enabling this, it is 

possible to increase high-quality relationships in the organization, which contributes to 

the result created by the organization.  

 

According to Isotalus and Rajalahti (2017), there are three stages in building LMX. In the 

first stage, the leader and the employees are almost strangers to each other and only act 

in a way that belongs to their work roles. The hierarchy and rules of the organization 

define the interaction of this rather formal relationship. Those being led strive to fulfill 

the leader's requests and wishes. In the second stage, it can be characterized as famili-

arity. The parties are starting to build a more functional working relationship between 

them. They start sharing information related to both work and relationships. This phase 

can also be considered a test phase when it is possible to return to the initial situation 

or move towards partnership. The third and last step is a partnership. At this stage, the 

leader and the member have the opportunity to influence each other, and they share a 

lot of information related to work tasks and other matters with each other. There is mu-

tual respect, trust, and commitment in the relationship. The parties can show each other 

both criticism and support, which strengthens them and the interaction between them. 
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Two people who are strangers to each other have become partners through an acquaint-

ance, which is to the advantage of both. 

 

In a high-level LMX relationship, the level of subordinate skills is also assessed as high. It 

has been found that subordinates who form high-quality LMX relationships are often 

skilled in their subordinates' skills as well. In this case, the subordinate knows how to 

behave in the organization in a way that promotes its operation, i.e., is at the same time 

polite, conscientious, loyal, and participating. A subordinate who is skilled in subordinate 

skills feels responsible for their activities as part of the organization and works towards 

a common goal to promote trust in the leader-member relationship. (Keskinen, 2005, pp. 

19-21). 

 

 

2.2 Employee turnover 

In a simple definition, turnover means the transfer of individuals to and from the service 

of the organization (Lee, Hsu & Lien, 2006). It is very common that when discussing em-

ployee turnover, it mainly means employees leaving the organization, i.e., in practice, 

only individuals resigning or being fired (Lee, Hsu & Lien, 2006). 

 

Employee turnover can increase the organization's benefits as well as disadvantages, de-

pending on the reason and why the employee leaves the organization (Kang & Sung, 

2019). Positive consequences can be the displacement of poor performance, the in-

crease of potential new technology or knowledge and skills, the reduction of labor costs, 

the preservation of relations with old employees, or the increase of staff advancement 

opportunities (Lee, Hsu & Lien, 2006). Negative effects can be increased financial costs, 

loss of know-how, loss of productivity, reduced service quality, lost business opportuni-

ties, and increased administrative tasks (Lee, Hsu & Lien, 2006). 

 

In today's business environment, the opportunities for employee mobility are extensive, 

and therefore the voluntary turnover of employees from the organization causes great 
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problems for the company (Nguyen et al., 2022; Kang & Sung, 2019). Employee turnover 

is a major concern for management in today's work environment. Employees voluntarily 

resigning and leaving the organization causes costs for the organization. Costs can be 

direct, such as those related to employee recruitment and training (Collins & Smith, 

2006). In addition, the costs can be indirect, related to, for example, the weak commit-

ment of employees to work or customer dissatisfaction (Kang & Sung, 2019). 

 

Since knowledge and skills reside in people, organizations must retain valued employees 

and the intangible capital they provide to the company. These skills often have great 

economic and competitive value for the organization, so it is important to manage them 

strategically, like other financial assets, to achieve the organization's goals (Lee, Hsu & 

Lien, 2006). Based on the employee's behavior, it is also possible to predict whether they 

will stay in the organization or leave it. Possible predictions that the employee is leaving 

the organization are thinking about leaving, the intention to look for new job opportuni-

ties and alternatives, and their comparison with the current job (Regts & Molleman, 

2012). 
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Figure 3. The employee turnover decision process (Mobley, 1977). 
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Turnover intention is the last step in the main turnover chain (Figure 3), where the em-

ployee decides whether to leave or stay in the organization. The employee starts the 

decision-making process when they recognize their desire to quit the job and/or the or-

ganization for a specific reason or several reasons. Based on the desire, they then make 

assessments about what kind of costs and sacrifices there would be if they decide to 

leave their job. If these costs and sacrifices are estimated to be relatively small, the em-

ployee starts looking for new jobs, this phase can also start directly if the cause is exter-

nal, such as a family member moving to another place. Alternatives are then compared 

to the current position and if the employee finds a better match while searching, there 

is a higher chance that they will leave the organization. (Mobley, 1977). 

 

 

2.2.1 Types of employee turnover 

Employee turnover is predicted by many variables that vary depending on the situation. 

In general, predictive factors can be found in four categories, which are the characteris-

tics of the employee (age, education, gender, family), the characteristics of the current 

job (safety, skill development, job satisfaction, and independence, and work stress), the 

nature of the current organization (supervision, salaries, and benefits) and external con-

ditions (the employment rate). (Griffeth et al., 2000). 

 

The reasons why an employee leaves their current work can vary depending on whether 

the employee is leaving their position within the organization to another location, or 

whether they are leaving for another organization entirely. Employee turnover should 

therefore be seen as a two-step process when an employee not only leaves their position 

but may also change their work orientation (Fields et al., 2005). 

 

Reasons for an employee to leave their job can be unavoidable or avoidable. Unavoida-

ble turnovers can be the death of an employee, career changes, family moves, or the 

need to take care of children at home (Fields et al., 2005). Reasons for avoidable turnover 

can be, for example, low general job satisfaction, commitment to the organization, and 
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higher work stress (Fields et al., 2005). Within these two categories, two more categories 

are possible in either chain of events: involuntary and voluntary turnover (Gessesse & 

Premanandam, 2023). In involuntary turnover, the employer dismisses or lays off em-

ployees concerning the organization, so leaving is not up to the employee (An, 2019). In 

voluntary turnover, on the other hand, employees resign, i.e., they decide to end their 

relationship with the organization themselves (An, 2019). The difference between the 

two above is who has started the process of employee turnover. 

 

Involuntary turnover 

Sometimes laying off or dismissing an employee goes against the organization's values, 

and all kinds of employees want to be held on to until the end, whether it's profitable or 

not. However, layoffs and dismissals are a legal process, and it is profitable if it is desira-

ble to maintain or improve organizational performance (Meier & Hicklin, 2007). Redun-

dancies are often related to wrong hiring decisions made by the organization or perfor-

mance-related problems (Shaw et al., 1998; Stumpf & Dawley 1981). Employees are fired 

when the organization expects results that the employee is unable to provide for one 

reason or another (Stump & Dawley 1981). 

 

Dismissing an employee who performs poorly in their duties and hiring a new employee 

with a better skill level than the dismissed employee can have a positive effect on the 

organization's performance (Boyne & Dahya, 2002). However, if there are a lot of layoffs 

or even for risky reasons, the costs of replacing employees can be greater than the ben-

efits, since it can create an atmosphere of fear of layoffs (Meier & Hicklin, 2007). 

 

Organizations can benefit by dismissing significantly underperforming employees. How-

ever, it should be noted here that the cost-benefits of dismissal are greater than the cost 

disadvantages of retaining the employee (An, 2019). Otherwise, dismissal is not profita-

ble from the organization's point of view. Recruitment processes often do not reveal the 

employee's practical suitability for a specific job (Shaw et al., 1998). An employee who is 

theoretically suitable for the task may also underperform in the task after recruitment. 
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Involuntary turnover, i.e., when an organization fires an employee, can also correct such 

bad recruitment decisions (Shaw et al., 1998). 

 

Excessive dismissal can also negatively affect how other employees of the organization 

experience job satisfaction, commitment, and their relationship with the organization 

(Travaglione & Cross, 2006). With termination processes, other employees can also get 

the impression that they are not valued in the organization and that the organization 

does not bother to invest enough in maintaining the relationship between the employee 

and the organization (Travaglione & Cross, 2006). Consequently, even after a certain limit 

value, the involuntary turnover of employees also starts to have a decreasing marginal 

return, and it can also negatively affect the organization's performance and profit expec-

tations (An, 2019). 

 

However, furthermore to its cost benefits, involuntary turnover can act as a positive ex-

ample for other employees (Meier & Hicklin, 2007). Although excessive dismissal can 

also have negative effects on other employees in the organization, involuntary turnover 

can also encourage other employees. The benefits to the organization can therefore be 

indirect in addition to the direct cost benefits, when the dismissal can serve as a moti-

vating signal for other employees of the organization, and encourages them to perform 

better (McElroy et al., 2001). 

 

Involuntary turnover is strongly associated with individuals experiencing negative emo-

tions related to it. It can cause financial and work uncertainty, i.e., cause a different out-

look on life (Schneer, 1993). It can also cause negative effects on the employee's self-

esteem and well-being (Schneer, 1993). Involuntary turnover is often seen as a failure 

from both an individual and an organizational perspective (Shaw et al., 1998). The asso-

ciation of failure with involuntary turnover has led to the fact that the subject has not 

been discussed so much in the literature and some of it has remained unexplored (Bur-

rows et al., 2022). 
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Voluntary turnover 

Voluntary turnover is related to the employee's decision to leave the organization and 

terminate the employment relationship with the employer (Akgunduz & Sanli, 2017). 

Employees may decide to leave the organization to retire, leave their working life, or they 

may decide to accept an offer from another organization. Often, an employee's volun-

tary departure is significantly influenced by how much compensation they receive from 

the job, i.e., reward, the correspondence of the job description to their future dreams, 

and the available job options and comparing them to the current position (Harman et 

al., 2007). Leaving can also be influenced by management incompetence, poor judgment, 

lack of foresight, and poor communication (Abbasi & Hollman, 2000). 

 

Every voluntary departure of an employee is a loss for the organization (An, 2019). The 

organization loses human and social capital, for example, skills, abilities, and knowledge 

about the organization, which have been acquired over time and which the departing 

employee possesses (Lee & Whitford, 2013). The costs related to this arise in connection 

with the replacement worker and their training (An, 2019). Hiring a new employee in-

volves several administrative steps, and even after recruitment, the organization must 

invest financial and human resources to train the new employee as part of the organiza-

tion (An, 2019). This can weaken the organization's operational capacity and perfor-

mance. In addition, the building of social networks in the organization slows down, which 

weakens the organization's social capital (Dess & Shaw, 2001). These costs increase even 

more if the employee is very talented because finding a qualified person on the labor 

market is particularly challenging. 

 

For the most part, the decision of a highly educated person to leave the organization is 

usually voluntary, because often organizations want to keep these employees within the 

organization due to their abilities (Kyndt et al., 2009). Educated persons are also more 

likely to have more career opportunities, which makes mobility easier (Lee & Mitchell, 

1994). They also actively look for better career opportunities to advance their careers. 

However, many employees who express a desire to change jobs do not actually do so 
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(Allen et al., 2005). Even if they are unsatisfied with their current organization and their 

job and alternative opportunities are attractive, employees still do not necessarily quit 

despite their intentions. This is because the risks of termination are high, both financially, 

transactionally, and psychologically (Allen et al., 2005). Therefore, it is often easier to 

express a desire to change jobs than to actually do it. 

 

Although there is still a long way to go between making the decision to leave and actually 

leaving the organization, and most employees do not carry out their intentions, planning 

to leave is often a sign of departure. It has been studied that the planning of the depar-

ture and the intention to leave is the biggest predictor of the fact that the employee will 

actually leave the organization (Elanain, 2014). 

 

This study focuses on voluntary employee turnovers, as the study examines how the dif-

ferent agents of the organization influence how the employee sees their relationship 

with the organization and how this influences the employee making decisions about 

staying and leaving their workplace. 

 

 

2.2.2 Drivers of employee turnover 

Employee turnover is predicted by many variables that vary depending on the situation. 

In general, predictive factors can be found in four categories. These four categories in-

clude the characteristics of the employee, the characteristics of the current position, the 

nature of the current organization, and external conditions (Griffeth et al., 2000). 

 

The current position's and the current organization's nature can be classified as push 

factors in whether an employee leaves the organization voluntarily (McBey & Karakow-

sky, 2001). This is therefore influenced by the factors that occur in the working conditions, 

which can affect the decision. The characteristics of the current position can be, for ex-

ample, skill development, job satisfaction, independence at work, and work-related 

stress (Griffeth et al., 2000). The nature of the current organization can again be 
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described through, for example, security, leader characteristics, or salary and benefits 

(Griffeth et al., 2000). The employee's characteristics can again be considered as belong-

ing to individual factors (McBey & Karakowsky, 2001). Individual factors can be funda-

mental questions when investigating employees' intentions to leave the organization. If 

the employee's characteristics fit better with the organization, they are more likely to 

stay, and if they do not fit in, the employees are more likely to leave (McBey & Karakow-

sky, 2001). These characteristics can be, for example, age, gender, education, or family 

situation (Griffeth et al., 2000). External conditions can also influence whether an em-

ployee decides to leave the organization voluntarily. External conditions can also be 

called pull factors (McBey & Karakowsky, 2001). These seem to pull the employee away 

from outside the organization. These factors can be, for example, the unemployment 

rate and the situation of available work opportunities, and expenses (Griffeth et al., 

2000). 

 

However, often these characteristics alone do not influence whether the employee really 

considers leaving the organization and decides to leave in the end. Many characteristics 

that affect turnover affect it only indirectly, and the decision to leave is ultimately the 

sum of many factors. The initial decision is essentially influenced by the underlying rela-

tionship between the employee and the organization, to which these characteristics also 

make individualistic changes due to their implementation environment. 
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Figure 4. Employee turnover drivers. 

 

Employee characteristics 

Organizations need to hire people whose employee characteristics are as compatible as 

possible with the position. Finding the most suitable candidate is important to avoid 

wrong recruitment decisions. It has been studied that the employee's age, gender, edu-

cation, and family relationships influence how likely the employee is to leave the organ-

ization voluntarily (Griffeth et al., 2000). 

 

Age. Younger employees, who are relatively new to working life, have inevitably not yet 

found a position or organization that suits them perfectly, so they may be more likely to 

look for new jobs that would better meet their wishes (DelCampo, 2006). New 



35 

employees are also statistically more likely to have lower wages, which increases their 

desire to look for other jobs (Cho & Lewis, 2012). 

 

In general, the older an employee gets, the less likely they are to leave the organization 

(Cho & Lewis, 2012). An older employee usually finds the mobility caused by turnover 

more difficult and does not feel that they get as much from it as a younger employee. 

Thus, the benefits concerning the disadvantages are not as high as for a young employee. 

They may also have been satisfied with their current benefits and don't even want to 

pursue anything else (Cho & Lewis, 2012). 

 

Older employees may also have developed longer-term and deeper relationships with 

their colleagues, which is why they do not want to leave the organization (Peltokorpi et 

al., 2015). They feel that the social sacrifices would also be too great in terms of leaving. 

Older workers may have invested more funds towards their pension, which would pos-

sibly have to be partially used in connection with turnover (Ippolito, 1987). In addition, 

the workplace can also offer such benefits as informal leadership responsibilities that 

have come through career and age (Peltokorpi et al., 2015). 

 

Gender. It has been studied that voluntary turnover is higher with women than with men 

because women value social relationships more than men (Peltokorpi et al., 2015). For 

women, the social relationships at the workplace are more important, based on which 

they are more likely to change jobs until they find an organization where the social rela-

tionships meet their wishes, and the coworkers are more pleasant.  

 

According to old socially accepted norms, gender roles also matter. In confrontational 

situations, women are supposed to make more choices in favor of home, than men (Pel-

tokorpi et al., 2015). Women keep more value on raising children and taking care of the 

home. In addition, men base their identity more on their workplace, which is why they 

are more likely to stay in the same workplace (Worthley, 2009). 
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Women don’t create such a deep bond with their position, and turnover rates are more 

likely to be higher among women. According to other research, the difference between 

the sexes does not have such great differences and thus does not have such great im-

portance concerning how likely an employee is to consider leaving the organization and 

how likely they are to leave the organization voluntarily (Kyndt et al., 2009). 

 

Education. Employees with a higher level of education are more likely to leave the or-

ganization and their current workplace (Kyndt et al., 2009). Employees with higher edu-

cation usually also have higher expectations for their career and development opportu-

nities, which is why they are more likely than low-educated employees to also seek these 

development opportunities actively (Che et al., 2022; Trevor, 2001). 

 

Organizations also want the most advanced and skilled workers, in which case they usu-

ally also replace less well-educated and meritorious employees with more suitable em-

ployees (Fields et al., 2009). This in turn also increases the mobility of employees among 

both high-educated and low-educated employees. However, the turnover of highly edu-

cated employees is often voluntary, while the turnover of low-educated employees is 

involuntary (Fields et al., 2009). 

 

Family status. Turnover also involves risks, so the potential risks must be smaller than 

the possible benefits for voluntary turnover to be profitable. Employees with a spouse 

are more likely to change jobs voluntarily (Lebert & Voorpostel, 2016). Even more pre-

cisely, the spouses must have a stable job, so that it provides security for the possible 

risks of turnover (Lebert & Voorpostel, 2016). The risks without the financial security of 

another person could be too great for an employee living alone. On the other hand, the 

spouse can also influence the change of workplace in such a way that if the spouse's 

workplace is in another place or moves to another place, in which case the employee 

may more actively look for a job elsewhere as well (Fields et al., 2009). In countries 

where pension accumulation or comprehensive health care is strictly linked to the 
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workplace, employees do not necessarily want to give up these benefits by changing 

jobs, even though changing might otherwise be timely (Fields et al., 2009). 

 

If the employee has children or dreams of having children shortly, employees might look 

for jobs in organizations that are closer to home or that have opportunities for a daycare 

center or school nearby (Lebert & Voorpostel, 2016). Working hours must also be flexible 

regarding school or kindergarten hours so that the organization is suitable for parents 

(Lebert & Voorpostel, 2016). On the other hand, with small children, parents have less 

time and resources to look for possible new jobs, so turnover rates are lower (Lebert & 

Voorpostel, 2016). In addition, due to the risks caused by job hunting and changing jobs, 

parents with children, especially young children, do not change jobs as often as those 

without them (West & Worthington, 2014). 

 

External environment 

When scarcity prevails, external factors also affect how likely an employee is to look for 

a job in another organization. Turnover causes risks, so before deciding to leave, the em-

ployee must assess how a possible job change would affect life through benefits and 

risks. External factors guide the decision to leave or stay, as they can affect getting a job 

as a macro phenomenon as well as at the family level. 

 

Job availability. Other job opportunities attract employees to change jobs, especially 

when employees think that the new job enables them things and opportunities that are 

not available in their current job (Dardar et al., 2012). If there are opportunities for a 

better workplace, at least in theory, employees begin to evaluate their current work 

more critically, which can lead to turnover intentions or a decision (Nair et al., 2016). 

Better job opportunities in terms of career development to explain employee issues are 

often mentioned in the literature even before being overlooked as an explanatory factor, 

and they have not been studied much (Yan et al., 2015). Nowadays, the topic has been 

studied and there is a lot of empirical evidence between turnover and alternative job 

opportunities (Albalawi et al., 2019; Nawaz & Pangil, 2016). 
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Potential alternatives from other jobs alone do not explain employees' intention to 

change jobs (Albalawi et al., 2019). Other opportunities should be associated with the 

alternative job, such as better benefits, development opportunities, or lower expenses 

(Albalawi et al., 2019). In various studies, commitment to the current organization has 

also been associated with how attractive alternative job opportunities are seen in the 

eyes of employees (Acikgoz et al., 2016). Other studies, on the other hand, have not 

found any similarities or empirical evidence for these (Feng & Angeline, 2010) 

 

Unemployment rate. Job opportunities are significantly affected by the labor market sit-

uation (Albalawi et al., 2019). If the unemployment rate in the area of job expertise in 

which the employee should be employed is high, it is more likely that the employees will 

not look for opportunities as actively elsewhere (Fields et al., 2009). High rates of unem-

ployment increase the likelihood that the employee will not be employed or find work 

elsewhere so easily. 

 

Employees hold on to their jobs harder, even if the conditions in the organization are not 

ideal for them if there is a lot of unemployment in the sector or the market seems un-

stable (Bhat et al., 2021). In other words, in a bad labor market situation, the otherwise 

significant factor of HR in employee turnover intention loses its significance (Bhat et al., 

2021). 

 

If unemployment in the sector is low, employees may more actively look for jobs outside 

the organization as well. Employees believe that the demand is greater and that jobs are 

more easily available. More attractive job opportunities are often available precisely 

when the employment forecasts are positive and there is little unemployment in the 

sector (Bhat et al., 2021). Organizations also hire employees from outside the organiza-

tion for positions when the labor market is balanced (Fields et al., 2009). 

 

Expenses. Especially now, the cost of living is on the rise (Spencer, 2023). The upward 

pressure in the prices of almost all commodities also should cause the wages of 
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employees to rise in the same proportion. Often, however, this does not happen, as it 

does not now, so purchasing power weakens (Spencer, 2023). When the cost of living 

and the salary is out of balance, the employee starts looking for alternative jobs else-

where, where compensation would be better than the rising cost of living. 

 

The current organization 

The organization must attract competent and skilled employees to stay in its service by 

various means. The means can be tangible, such as salary or benefits (Ahmad et al., 

2013). The means can also be intangible, i.e., provide security, opportunities to grow, or 

meaningful tasks (Ahmad et al., 2013). Organizational features that can influence an in-

dividual's opinion of the workplace are salary and benefits, security, and leaders' prac-

tices. 

 

Wages and benefits. One of the biggest reasons why employees look for new job oppor-

tunities is salary, benefits, and other compensation in general (Owence et al., 2014). Bet-

ter-paying job opportunities elsewhere pull employees away from their current organi-

zation (Nair et al., 2016). Competitive pay is a big factor in why some organizations have 

a lower turnover rate than others (Fields et al., 2009). Consideration of salary and bene-

fits plays a big role in how competent and good employees can be brought to the organ-

ization or stay there (Ahmad et al., 2013). They are meant to bring security to the em-

ployee. 

 

In addition to salary, benefits may include pension benefits, occupational health, paid 

days off, or vacation time (Renaud et al., 2021). In addition, organizations may offer some 

additional benefits, such as gym memberships, exercise, culture, or other benefits. These 

benefits are also valued, but they do not have the same impact on turnover as more 

traditional benefits (salary, vacations, etc.) (Renaud et al., 2017). 

 

Organizations and managers often want to explain high turnover rates by the fact that 

workers leave the organization precisely in pursuit of better financial compensation 
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(Ahmad et al., 2013). With this, managers try to protect their ego and self-esteem from 

criticism and bumps when employees decide to leave the organization (Nair et al., 2016). 

 

Security. Uncertainty and insecurity at work come when the organization is unable to 

keep working conditions sustainable (Ratnasari & Lestari, 2020). The organization does 

not have the necessary control over how the work will appear in the future. Employees 

experience insecurity in their work when their status as an employee and the compen-

sation they receive from work may fluctuate and are not certain (Ratnasari & Lestari, 

2020). This causes employees to think about other solutions for their work. 

 

Uncertainty at work does not necessarily directly correlate with the employee's inten-

tions to leave the organization. The uncertainty that stems from something often causes 

the employee to no longer trust the organization and is not as committed to it as before 

(Lee & Jeong, 2017; Mauno et al., 2014). When commitment decreases, the employee's 

intentions to leave the organization rise accordingly. 

 

It is in people to want to prevent the loss of resources. Employment or job security can 

be seen as one resource. When this resource is threatened, other resources such as job 

satisfaction, well-being, or coping are also put to the test. Consequently, a person wants 

to prevent the loss of other resources, so they direct the remaining resources away from 

where the loss of resources is more likely (current organization) and direct them toward 

where resources could be recovered (new organization). This aims to compensate for 

the uncertainty brought by the current work. (Mauno et al., 2014). 

 

Leaders' practices. The actions of supervisors are considered to be linked to how the 

organization is considered to function (Zhang et al., 2008). When the supervisor is com-

petent and takes care of the well-being of their subordinates with their leadership skills, 

employees are less likely to consider leaving the organization (Fields et al., 2009). 

 



41 

If the supervisor acts as a mentor, i.e., supports the professional growth of their subor-

dinates and actively offers learning opportunities, it positively affects the employees' 

intentions to stay (Zeb, 2023; Lapointe & Vandenberghe, 2017). The interaction and its 

quality are also of great importance to how the employee experiences the effects of their 

supervisor's management. If the supervisor actively promotes the interaction between 

the employee and the supervisor and strives for both in the relationship to make the 

other grow and develop, the employee is more likely to be comfortable in the organiza-

tion and not consider leaving (Park & Pierce, 2020). 

 

Although the employees hope that the managers uniformly treat all employees, they still 

hope that the needs are considered as individuals, so that the employees can develop 

better (Sobaih et al., 2022). Managers who take these characteristics into account and 

motivate and bring ideas to the work community make the employees want to become 

like their role models, which often also reduces the intention to leave the current organ-

ization (Chen & Wu, 2017). 

 

The current position 

Work tasks and their characteristics also have a significant impact on how meaningful 

the employee perceives their tasks and their place in the organization. This can again 

influence how high the turnover rates are. The work tasks should bring more added value 

to the employee than they take away so that work remains interesting to do. 

 

Job satisfaction. Job satisfaction can be described by the employee's attitude towards 

the job. However, satisfaction alone does not completely determine what kind of turno-

ver intentions the employee has. Job satisfaction or dissatisfaction has been connected 

to many different components, and relatively little research has been done on its direct 

effects on intentions to leave (Swider et al., 2011). However, two arguments that have 

been studied concerning job satisfaction and turnover can be drawn. 
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If an employee is dissatisfied with their job, they are more likely to actively look for new 

jobs and organizations (Kaur & Kaur, 2023). With low work motivation towards their cur-

rent position, they are also more likely to look for new opportunities all the time, also in 

the sense that they want to test the market. In addition, the higher the dissatisfaction 

with one's job, the more likely the employee will accept any new job, even if it does not 

fully meet the employee's wishes (Swider et al., 2011). If, on the other hand, the em-

ployee has higher job satisfaction, they are more likely to need better offers from the 

possible new workplace (Swider et al., 2011). 

 

Independence. Employees who have more control over where, when, and how they do 

their work and how they delegate it have less intention to leave the organization (Jensen 

et al., 2013). It has been studied that employees who have little control over their work 

tasks are more likely to develop anxiety and work beyond their role, in which case they 

feel that the reward they receive from work is not sufficient relative to their freedom 

(Jensen et al., 2013). Employees feel that they have too much stress compared to how 

much power they have to influence the matter, so they look for work elsewhere as a 

coping mechanism (Jensen et al., 2013). 

 

Social factors also affect how independently an employee is allowed to act on their task. 

Culturally, there can be radical differences in this dimension. In some organizations, 

there is a more precise hierarchy in management, and the organization may not be very 

agile in moving according to the wishes of individual employees. In addition, the employ-

ee's capabilities, which, for example, are brought by personal characteristics, impact 

how the job is customized. Depending on the organization, these can also affect what 

the employee is used to or what they expect, which in turn can affect whether they want 

to find a job that better matches their wishes. (Dysvik & Kuvaas, 2013). 

 

Skill development. It is extremely important for employees that they are offered oppor-

tunities to develop their skills and learn even in challenging tasks (Lapointe & 
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Vandenberghe, 2017). If you look at the development of the employee's skills through 

turnover, it can have two-fold results. 

 

It has been studied that if an employee develops their skills through, for example, orien-

tation, training, or on-the-job learning opportunities, they become more attractive as a 

job seeker in the labor market (Koster & Fouarge, 2011). This can lead to the fact that, 

while looking for work, they receive more attractive offers from other organizations. 

Consequently, turnover may increase. It has also been studied that if the organization 

offers skill development and learning to the employee in their work, the attractiveness 

of the current job increases with development opportunities and the employee does not 

necessarily want to leave their current job easily (Sieben, 2007). Consequently, turnover 

decreases. 

 

Work-related stress. Employees who experience more work-related stress are more likely 

to start looking for alternative job opportunities elsewhere (Bhat et al., 2021). If employ-

ees are dissatisfied with their work and, in addition, feel that the resulting work stress is 

much higher than normal, they more easily seek to leave the organization (Ramlawati et 

al., 2021). Work stress easily rises if the characteristics and demands of the job, work-

life imbalance, and workload are higher than the person's abilities and resources (Giau-

que et al., 2019). Individuals handle and experience stress differently. 

 

Especially in changing organizations, employees can experience work stress, because 

changes often cause anxiety and stress. However, organizations can reduce employee 

stress and thus turnover intentions if they communicate the change clearly to employees. 

Open communication, directly and indirectly, reduces employees' stress from their work. 

If the tasks are in balance with the employee's strengths, and the employees are kept 

up-to-date, turnover rates can decrease in the organization. (Muhammad et al., 2018). 
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2.2.3 Effects of EOR on employee turnover intentions 

All the components mentioned in the theoretical background affect how the employee 

perceives their relationship with the organization. It is the sum of many characteristics 

that contribute to how the employee wants to stay or leave the organization. Due to its 

wide range of features, EOR is sometimes difficult to see as an influencing factor on turn-

over intention, but it is mirrored by various components behind the departure decision 

(Allen et al., 2005). Almost all employees who are considering leaving do not actually 

leave the organization, but at the same time turnover intention is the biggest sign that 

the employee actually leaves (Elanain, 2014; Allen et al., 2005). 

 

The relationship that managers (agents of the organization) have with their subordinates 

can positively or negatively affect the employee's intentions to leave. A negative rela-

tionship between EOR and turnover intentions means that the better the relationship is, 

the fewer intentions the employee has on leaving (Elanain, 2014). In poor-quality rela-

tionships, communication, trust, and other possible benefits of the relationship are miss-

ing or minimal. This leads to employees experiencing negative feelings towards their 

managers, which can be directly reflected in the organization (Kristof-Brown et al., 2005). 

Such relationships are not desirable, so the employee tries to solve them by seeking bet-

ter relationships, in another organization (Elanain, 2014). In this case, turnover rates in-

crease. Regardless of the nature of the relationship between an organization and its em-

ployees, it is widely acknowledged that it can be a significant factor in employee turnover 

(Morrow et al, 2005). 

 

When employees experience a strong and high-quality relationship with their organiza-

tion, they experience more positive attitudes toward their organization, such as the in-

tention to stay. When the relationship is strong, employees feel it is their moral obliga-

tion to stay with the relationship and the organization, because the commitment to the 

organization is strong (Liu et al., 2020). Due to a moral obligation, they want to act in the 

way that is best by the organization's goals and interests (Liu et al., 2020). They will not 

leave the organization or consider leaving it, as it would go against these moral models. 
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The moral obligation that arises from a high-quality relationship goes even further than 

just a relationship based on reciprocity and seeking reciprocity (Liu et al., 2020). To a 

large extent, the literature on EOR and its connection to how employees develop turno-

ver intentions are based on the idea that it is reciprocity and the future benefits on both 

sides and the resulting commitment that drive the employee to not want to leave the 

organization (Eisenberger et al., 1989). 

 

Also, too good, and high-quality relationships between leaders and employees can cause 

the same increase in turnover rates as low and poor-quality relationships (Liu et al., 

2020). Too good a relationship increases the employee's value and attractiveness in the 

labor market. This is because the employee believes and even assumes that they can 

repeat the same valuable relationship with their managers in another organization 

where other benefits such as salary are better than in the current organization (Morrow 

et al., 2005). This causes delusion, because of which the employee may look for a new 

organization, even though in theory the relationship with the organization is good. 

 

Based on previous research, the turnover of employees based on EOR causes a U-shaped 

curve, where turnover is highest when the relationship between the employee and the 

organization's agents is of excellent or poor quality and lowest when the relationship is 

moderate/good (Morrow et al., 2005). Other studies, which base the relationship more 

on the definition of an exchange relationship, i.e., where both benefit from each other 

through different exchanges, are based on a linear curve. According to the linear curve, 

when the relationship is of low quality, the turnover is the highest, and when the rela-

tionship is of high quality, the turnover is the lowest (Schyns et al., 2007). 

 

In the relationship between the employee and the organization, the employee mirrors 

some agent of the organization as the organization i.e. personifies the organization 

(Coyle-Shapiro & Shore, 2007). The organization's agents can be, for example, the em-

ployee's closest supervisor or also the senior management. If the employee and the 
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organizational agent develop a high-quality relationship between them, the employee 

often wants to identify with their leader (Sluss et al., 2012). When identifying with their 

leader, the employee also identifies with the organization, if the leader acts in line with 

the organization's goals in the employee's opinion (Niu et al., 2022). With this process, 

the employee takes the organization's goals and values as their own, and those become 

part of their daily activities. This promotes commitment to the organization, which in 

turn reduces the employee's desire to leave the organization (Niu et al., 2022). 

 

 

2.3 Theoretical framework 

The theoretical background discussed research previous regarding the employee-organ-

ization relationship and employee turnover intentions. In figure 5 the theoretical frame-

work summarizes all the concepts presented in this chapter. The meaning of the theo-

retical framework is also to guide the following chapters to conclude the research and 

gain a deeper understanding of the reasons behind employee turnover intentions in em-

ployee-organization relationships with different agents. 

 

The framework consists of topics related to this research, the influence of the relation-

ship between the employee and the organization on the employee's intention to leave 

the organization. More precisely, whether there is a difference between different agents 

in the organization, what kind of effects the relationship has on turnover intentions, and 

what the relationship consists of. The theoretical framework aims to bring together the 

concepts and topics identified in the literature and the relationships between them. That 

is why the framework has highlighted the dimensions that influence turnover intentions, 

as well as the topics that influence EOR. The organization's agents are supervisors and 

senior management so that the differences in the relationship and its impact can be ex-

amined. The theoretical framework is left loose so that the empirical part of the research 

builds results on top of the framework freely. 
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Figure 5. Theoretical framework. 
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3 Methodology 

This chapter explains how the research was carried out, and why certain choices were 

made. This chapter goes through the process from choosing a research method to ana-

lyzing the data. First, the research approach is discussed, then the sample, data collec-

tion, and data analysis are covered. Finally, the quality of the data is discussed. 

 

 

3.1 Research approach 

Based on the research questions and topic, choices must be made about which research 

methods will be used to solve the problem. As research methods, it is possible to choose 

quantitative, qualitative, or a combination of these methods, a mixed method. A quali-

tative research method is often chosen when not much research has been done on the 

subject yet and the aim is to better understand the phenomenon (Felix & Smith, 2019, 

pp. 92-95). 

 

The purpose of the study was to get answers to how employees' relationships with the 

organization affect employee turnover intentions if the employee mirrors the organiza-

tion as their supervisor or senior management. When studying the behavior of different 

groups with each other, and how the phenomena are based on this behavior, qualitative 

methods should often be chosen for the research method (Silverman, 2017, pp. 8-9). 

The material collected using qualitative methods is therefore as versatile as possible, i.e., 

it is not limited only to a certain question, but rather to the whole situation including the 

question. Thus, the point of view can be changed nimbly, and new perspectives can be 

created on the phenomenon (Alasuutari, 2011). 

 

The phenomenological trend is interested in the reality in which a person lives. This ex-

perience base is utilized in the phenomenological research strategy. The individual's ex-

perience is emphasized. Reality and knowledge, which are created as a result of social 
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interaction, are always subject to interpretation and depend on who and how they are 

interpreted. (Puusa et al., 2020). 

 

In social construction, it is typical to assume that different phenomena arise as a result 

of social interaction (Alasuutari, 2011). In this research, we act following social construc-

tionism, so the research does not seek to find absolute facts about how the relationship 

between different agents affects the employee turnover intentions in the organization 

but aims to raise the topic more as a phenomenon arising through the employees' expe-

rience. 

 

When conducting qualitative research, the research is largely based on perceptions and 

experiences (Merriam & Tisdell, 2015, p. 125). However, there is a difference between 

the world of experience of the researcher and the researched. The researcher often asks 

questions in the light of their world of experience, and since the world of experience is 

always personal, to understand it more comprehensively, one should also ask at least 

some why-questions in addition to the what-questions (Vilkka, 2021). With this attitude, 

it is easier for qualitative research to produce the expectations set for it, i.e., the most 

comprehensive understanding of the phenomenon. 

 

Qualitative research is characterized by its subjective nature. Quantitative research is 

usually based on facts that are thought to be the same regardless of the researcher and 

the situation (Vilkka, 2021). Qualitative research focuses on examining individual cases, 

and what is essential in the research is the perspective of the people participating in it 

and the researcher's interaction with the findings (Puusa et al., 2020). Consequently, the 

difference between the researcher, the material, and the research object is typically 

small. If all studies were only isolated objects, the results would be devoid of the mean-

ing of real life (Puusa et al., 2020). 

 

Qualitative research is characterized by data collection methods such as theme or group 

interviews, observation, and analysis of various documents or materials. The research 
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group is selected for the study purposefully, not randomly. Analyzing the data is often 

inductive, that is, it is not used to test pre-established hypotheses, but rather to reveal 

new and unexpected things. The material is comprehensive, and the cases are unique, 

and as such cannot be generalized, nor can the researcher decide which of them is rele-

vant. (Vilkka, 2021). 

 

 

3.2 The sample 

A sample is a group of people, with the help of which data can be collected for the study. 

Getting the right people involved in the research is important so that the research pro-

duces value and progresses as desired. The purpose of the sampling process is to define 

the target group, choose the right technique to collect the data, and define the sample 

size. The sample can be obtained either using random sampling or purposive sampling 

and using either the Snowball technique or stratified sampling. (Felix & Smith, 2019, pp. 

99-103). 

 

It is essential for this study that the sample is selected according to certain criteria. The 

purpose of the study is to find out how the relationship between different agents in or-

ganizations affects employee turnover intentions. Due to the topic of the research, the 

research question is not relevant to the majority of the population, which is why purpos-

ive sampling has been utilized in the research. It is essential for the sample that they 

work in the organization and have the opportunity to reflect on their intentions to stay 

or leave the organization in their relationship with their immediate supervisor and senior 

management. Accordingly, the subjects must be in a position where they do not them-

selves act as senior management or directly under it. In addition, with the help of pur-

posive sampling, it is possible to achieve the fact that due to a carefully selected sample, 

the researcher can come up with a smaller sample that produces enough and the right 

kind of information for the research. 
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The purpose of qualitative research is not to generalize facts widely, but to study a 

smaller part of the population through different methods so that one can learn to un-

derstand the meaning of the phenomenon in a broader way. However, the phenomenon 

can be generalized to organizations in many different fields, and the research does not 

focus only on a single case, so stratified sampling has been used in the research. An effort 

has been made to contact people from as many different backgrounds and fields as pos-

sible so that understanding could be increased. Thus, the answers of research subjects 

from different backgrounds and organizations can be compared to similar situations and 

questions. 

 

The exact size of the sample was not defined in advance, but the purpose was to inter-

view 8-12 people relevant to the study from various organizations, so that everyone has 

at least two superiors on the management ladder, depending on the size of the organi-

zation and the position of the participating person. Participants were selected for the 

study, who were between the ages of 35 and 60, with an average age of 50. In the end, 

10 interviews were held via Teams or Zoom. Five of the interviewees identified as male 

and five as female. The interviews lasted from 30 to 50 minutes. The interviews were 

conducted between May 2nd and May 7th, 2023. 

 

Interviewee Gender Service Area Education Duration 

1 Male Education Master’s 34:29 

2 Female Education Master’s 39:58 

3 Female Finance Graduate 35:04 

4 Male Engineering Master’s 30:40 

5 Female Finance Graduate 36:03 

6 Male Finance Master’s 34:35 

7 Male IT Master’s 48:41 

8 Male Insurance Bachelor’s 30:51 

9 Female IT Bachelor’s 33:39 

10 Female Health Bachelor’s 31:17 
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Table 1. General information of the interviewees. 

 

 

3.3 Data collection 

Data was collected mainly through interviews. Secondary data was sought from already 

existing materials and literature. The interviews were conducted as semi-structured in-

terviews. In a semi-structured interview, the themes, and subject areas that are wanted 

to get information about through the interviews are gathered together. However, addi-

tional questions can also be asked, and the questions do not have to proceed in the same 

order in each interview (Vilkka, 2021). The body of the questions, as a guide for the in-

terviews, remains the same for all interviews conducted (Appendix 1.). Thus, the inter-

view is more natural, and the goal remains that the interviewee can give their description 

of things. However, when using interviews as a data collection method, it is important 

that the questions are created in such a way that the interviewee does not need to have 

more detailed knowledge of the phenomenon before the interview and the questions 

are still easy to understand (Puusa et al., 2020). 

 

In semi-structured interviews, it is important that the interviewer directs the way of the 

conversation with their questions and thus the interview stays on the topic for which 

answers are hoped. However, the interviewer does not steer the conversation too much 

but gives room for possible side paths that support the goals of the interview and bring 

new perspectives to it. 

 

In general, semi-structured interviews are used when the goal of the research is to ex-

plain a phenomenon (Saunders et al., 2007, p. 314). The purpose of this study is to ex-

plain which factors of relationship affect an employee's intention to leave an organiza-

tion and whether they differ from one another when it comes to a close supervisor or 

senior management, to whom the employee mirrors their relationship with the 
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organization. In research, it is also important to try to understand people's attitudes, 

experiences, and meanings, in which case it is important that the interviewees have 

space to talk about their own experiences. 

 

Semi-structured interviews were chosen as the data collection method for this study also 

because the topic can be experienced at first as broad and difficult to understand, so it 

ensured the opportunity for the interviewer to lead the discussion, but also for the in-

terviewee to ask questions if something was unclear. In addition, the semi-structured 

interview also gives flexibility to the research, when more detailed questions can be 

asked, or the questions can be returned to get the most accurate understanding possible 

from the answers. Semi-structured interviews enable a body of questions that supports 

the framework of the thesis. 

 

Open-ended questions were used in the interviews, which ensured that as rich and com-

prehensive information as possible was collected from the interviews. As interviews 

were the primary data collection method and the research was focused on explaining, 

this was an important feature of the interviews. In the interviews, an effort was made to 

preserve the nature of the conversation, and the interviews were developed around the 

structure depending on when the interviews were held. 

 

The interviews were all arranged as individual interviews remotely via Zoom or Teams, 

which made it possible to easily record the interviews. The recording also ensured that 

the interview could be returned to and thus the validity of the study increased. The in-

terviews were all organized over one week. The interviews were all conducted in Finnish, 

which was the mother tongue of the interviewees. Thus, in the interviews, the interview-

ees were also able to express their experiences in different nuances, which they might 

not have been able to express in the same way in a foreign language. 

 

The interviewees were approached by e-mail, in which case the interview request was 

the same for all interviewees (Appendix 2.). In the interview request, the subject of the 
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study, the data collection method, the time to be reserved for the interview, and the 

reliability of the interviews were presented. The data collected from the interviews were 

treated anonymously due to sensitivity. The interviews were recorded, and it was agreed 

with the interviewees that the recordings will only be used for conducting the research 

and will not be processed by persons other than the researcher. The interviewees were 

also able to influence the time of the interview themselves. 

 

 

3.4 Data analysis 

The purpose of qualitative research analysis is to create a meaningful whole from the 

data, which makes it possible to produce an interpretation and draw conclusions about 

the phenomenon under study (Puusa et al., 2020). It is essential to analyze the collected 

material, and for analysis, it must be changed into a format where it is easier to study. 

The interviews are therefore transcribed. In transcribed interviews, the interviews are 

written down as a dialogue between the interviewer and the interviewee. In transcrip-

tion, it is essential to decide how accurately the interview will be transcribed. Are there 

included, for example, filler words, hesitation, or sign language (Hepburn, 2017, pp. 66-

98)? In the creation of this study, a transcription method was used, which also consid-

ered possible sign languages or changes in a speech during the interview. These were 

transcribed based on the notes taken during the interview. 

 

The research problem and the perspective chosen by the researcher often guide the data 

analysis. Content analysis has been used to analyze the data of this study. Content anal-

ysis is a traditional method of data analysis in qualitative research and is suitable for 

analyzing heard, seen, and written data (Merriam & Tisdell, 2015, p. 179). These data 

formats can be easily obtained from interviews. Content analysis is divided into conven-

tional and directed content analysis. The conventional content analysis aims to look at 

the collected data and find some typical features or meanings that repeat (Vilkka, 2021). 

After this, everything irrelevant is removed from the material and it is examined with the 

help of a theoretical framework. In directed content analysis, the theory strongly guides 



55 

the analysis of the data, and the data is interpreted only in the light of the theoretical 

framework (Vilkka, 2021). 

 

In addition to these, summative content analysis has also become a method of content 

analysis (Tuomi & Sarajärvi, 2018). In summative content analysis, similar to conven-

tional content analysis, it is started to look at the material data-driven, but in the final 

stage a theoretical framework is also brought in, in which case previous knowledge par-

tially guides the analysis (Tuomi & Sarajärvi, 2018). Summative content analysis was cho-

sen for the analysis of the study because the data was to be examined in the light of a 

theoretical framework, but the point of view of the subject did not completely support 

the choice of directed content analysis either, since the theory is broad, and the subject 

is still relatively unexplored. 

 

The analysis of the data began by familiarizing the carefully transcribed interview mate-

rial, which was transcribed into a Word document, producing a total of 151 pages. The 

transcribed data was read through several times to create a comprehensive picture of 

the material and data. After that, the material was searched for various themes, expres-

sions, or content that supported the solution to the research problem. These relevant 

points were highlighted and added to a separate Word document in certain categories 

formed from the theory that were relevant to the research problem. In this way, re-

peated phenomena were accumulated that the theory had not yet identified as related 

to the topic of the study. Separate Word documents were for the turnover intentions in 

comparison with the immediate supervisor and senior management so that the two 

could be analyzed side by side. Thus, it was easier to highlight the results in the results 

section. 

 

 

3.5 The assessment of the quality of the data 

The research is also evaluated through its ethics, validity, and reliability. Validity means 

how much the research measures what it is intended to measure. A valid study should 
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not have systematic errors. Mistakes also occur if the subjects understand the research 

questions differently from how the researcher has thought about them. For this reason, 

the interview questions should already be planned in such a way that they are as easy to 

understand as possible in the same way. Reliability means that the research results are 

accurate. In other words, when evaluating, it is looked at how the research results can 

be repeated regardless of the researcher. These together form overall reliability, where 

random errors are minimized. (Vilkka, 2021). 

 

In this study, the aim was to progress consistently from the topic selection to the writing 

of the theory and the research itself. Although this thesis may contain topics and con-

cepts that are not familiar to many, an effort has been made to explain and write them 

in such a way as to make them as easy to understand as possible. This appropriate de-

scription increases the reliability of the thesis (Puusa et al., 2020). 

 

A similar question frame was used in the interviews, which ensured a balanced analysis 

of the material. All interviews were also videotaped and transcribed in the same way. In 

the design of the question frame, the aim was to make the questions simple, but in such 

a way that their answers would describe as much as possible the topic that was wanted 

to be studied. Interviews also have challenges as a data collection method. The inter-

viewees may lie, or they may have some motives not to tell the truth or to embellish 

things. This reliability problem was tried to be minimized by ensuring privacy protection, 

i.e., the results are processed anonymously, and the data is viewed only by the author of 

the study. 

 

To increase validity, the research uses versatile sources. Sources have been evaluated 

throughout the process and an effort has been made to find the most versatile and up-

to-date sources of the phenomena. In the research, good scientific research methods 

have been followed under ethical principles, and the sources and the bibliography have 

been included as part of the research work (Merriam & Tisdell, 2015, p. 237). In addition, 

the choices made in the research have been tried to be justified with the help of theory 
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and professional skills, as well as previous studies, so that the right choices would have 

been made as the research progressed and the reliability of the research would have 

increased (Puusa et al., 2020). 
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4 Findings 

This chapter presents the results of the data for the study. In the interviews, a few 

themes emerged from the relationship between the employee and the organization, 

which have an impact on the quality of the relationship and, through that, an identifiable 

connection with the employee's turnover intentions. Under each sub-heading, the em-

ployee's relationship with the immediate supervisor as well as the senior management 

is examined, as well as their effects on the turnover intention. After this, the chapter 

discusses the effects of unique environments. Finally, the results are summarized, and 

the revised framework is presented. 

 

 

4.1 Trust, support, and respect 

During the interviews, trust emerged as one of the major recurring themes. Although it 

was described using different words, the concept of trust carried slightly different mean-

ings depending on the context in which it was discussed. However, every interviewee 

emphasized the importance of trust in their relationship with their supervisor and senior 

management, and it was never overlooked. 

 

The participants were specifically asked to identify a factor in their relationship with their 

supervisor that they would not compromise on, and that could potentially make them 

reconsider their employment status. Trust was often cited as a critical factor, as inter-

viewees emphasized the importance of building a trusting relationship with their super-

visor. They noted that trust was demonstrated through the supervisor's confidence in 

their abilities, without the need for constant monitoring or oversight. 

 

"... if there was terrible micromanaging, that would also have a big impact on the deci-

sion to move somewhere else" (Interviewee 9.) 
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"An unnerving characteristic of a leader is some kind of stalking and, in a way, the same 

kind of mentality, that you don't trust your subordinates, that we take care of things." 

(Interviewee 3.) 

 

At the same time, trust was also seen in such a way that it was hoped that the supervisor 

would be a reliable person with whom conversations could be held confidentially, and 

thus also areas of development and sensitive issues could be talked about. The inter-

viewees found it difficult to stay in the organization if the trust was completely exhausted 

or suffered a bad knock for some reason. This was the most raised issue when talking 

about the interviewees' intention to leave the organization. Supervisors were expected 

to show trust also through concrete actions so that a better relationship could develop. 

 

"If any factor would make it easier for me to look for work elsewhere, it would be a breach 

of trust. If I have told a supervisor some things in confidence and I hear that they have 

then told that matter to a third party, it could have a big impact." (Interviewee 5.) 

 

"... if the trust were lost, the supervisor acted in such a way that you could no longer trust, 

then you could consider whether to leave." (Interviewee 8.) 

 

"I feel that trust plays a big role in how you enjoy working in the organization and how 

committed you are. Trust in the supervisor is behind everything there." (Interviewee 9.) 

 

Although supervisors were expected to have confidence in their employees' ability to 

make decisions regarding their work tasks and to grant them autonomy and responsibil-

ity, the interviews also highlighted the importance of the supervisors' active involvement 

in supporting decision-making. The interviewees felt that if they are left completely 

alone with decision-making, it easily reflects on how satisfied they are working in the 

organization and how they experience work stress, and through this how willingly they 

want to stay in the organization. The supervisor was often viewed as playing a more sig-

nificant role in building trust than senior management, particularly in the context of 
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shaping employees' intentions to leave the organization. This relationship between trust 

and employees' intentions to leave was also evident in their interactions with senior 

management. 

 

"A supervisor needs to be reliable and responsible, and in such a way that you also get 

tips and information about things and support in difficult situations." (Interviewee 2.) 

 

Concerning senior management, trust was experienced in slightly different ways. Trust 

came up a lot when discussing the interviewees' relationship with senior management. 

Employees hoped for greater trust from senior management, which they believed could 

be achieved through respectful interactions. They believed that this trust and respect 

would make their work feel more significant and increase their motivation to stay with 

the organization. It was appreciated that the senior management would consider the 

kind of knowledge and skills the people have about their work tasks and would not be-

little it. Being demoted can often lead to a desire to seek opportunities elsewhere, where 

employees feel that their skills and knowledge are respected and valued, and where they 

can trust that the organization will support their growth and development in their cur-

rent role. 

 

"You can disagree on things, but if that kind of respect is not maintained, it is something 

that easily pushes you away from the organization." (Interviewee 1.) 

 

 

4.2 Communication 

A key theme in the interviews was the importance of communication in how much em-

ployees think about whether they want to leave or stay in the organization. In modern 

times, especially with the covid pandemic, a larger part of communication has moved to 

electronic channels instead of live chats (Loyless, 2023). Instead of in which channel, it 

was felt to be important that in the discussion connection there was perceived openness 
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and presence from all parties in the relationship. Being heard was important to maintain 

the meaning of the relationship. 

 

When communicating with the supervisor, it was brought up in the interviews how all 

the employees would like to be met as individuals. It is important that there is no favor-

itism, but that everyone should be heard. An open culture of discussion is promoted by 

creating the above-mentioned trust so that even difficult issues can be discussed with-

out fear of sanctions. Regardless of the channels, the important thing is that the super-

visor is present and even if they are in a hurry, they would listen to the worries and the 

discussion atmosphere would be as reciprocal as possible. Sometimes even a simple 

question would bring the feeling that the conversation is open, and the employee is be-

ing taken into account. During discussions with their supervisor, employees found it frus-

trating when promised progress did not materialize, and they felt unable to express their 

true desires and concerns. 

 

"... annoying that we discussed and discussed and discussed and then nothing happened 

and finally when you decide to leave the organization, you get a message that yes, it 

could have been done this way." (Interviewee 7.) 

 

"They didn't ask at all how I was doing, and I then gave them feedback about it, and they 

were grateful for the feedback. The important thing is to be able to constructively give 

feedback on both sides." (Interviewee 9.) 

 

“...now they have much work and so many subordinates that sometimes it feels whether 

they have time, and it takes to answer e-mails.” (Interviewee 10.) 

 

"A conversational culture is that there are rarely surprises when there is good and con-

stant communication. Then you know pretty well where you're going all the time, and it 

also creates confidence." (Interviewee 4.) 
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In several interviews, employees mentioned that communication with their supervisors 

often extended beyond work-related topics, and they viewed this as an important aspect 

of building a comfortable and supportive work environment. In the interviews, it became 

evident that it is important to be able to deal with topics both inside and outside of work 

with humor, and it was often hoped that the supervisor would also find a sense of humor 

in the discussions. In this way, the discussion culture would be made more relaxed and 

the discussion would be open. This would also create a situation where it would be easier 

to talk about even the most serious issues at a low threshold and approach the supervi-

sor. 

 

"Communication is very open. Sometimes when we talk about work matters, we might 

also start talking about leisure matters too, so that line is quite blurred. In addition, hu-

mor is often used in discussions." (Interviewee 2.) 

 

"... that even in a tight situation there is some humor, and you can kind of relate to the 

seriousness of things and there is such an easy and open conversation." (Interviewee 5.) 

 

If to avoid or at least minimize employees' intentions to leave, communication with sen-

ior management is also important. When the interviewees were asked about communi-

cation with senior management, the answer was usually that both the relationship and 

the communication are often quite distant. However, this was not only seen as a bad 

thing. Through the interviews, it became apparent that employees often hoped for sen-

ior management to meet with them as a group, rather than on an individual basis. How-

ever, this did not mean that communication was not valued. Employees felt that it was 

important for senior management to communicate decisions about strategy to the 

groups that would be affected, to make them feel valued and significant in their work. 

The importance of senior management as good communicators were emphasized, i.e., 

good communication and its skills are particularly important for creating a good relation-

ship. 
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"Communication is quite formal. Of course, there might be an e-mail message or some-

thing, so they don't personally send any message to me, but more of an announcement 

to everyone in a little more distant way. That's really how it should be." (Interviewee 6.) 

 

"...on the other hand, it would be nice to have more contact with them from time to time 

as well, but of course, everyone is probably quite busy... If I needed something from them, 

I could still contact them." (Interviewee 9.) 

 

 

4.3 Mutual goals 

Findings show that the role of common goals, objectives, and values in the relationship 

between the employee and both supervisor and senior management cannot be ignored. 

Coyle-Shapiro and Shore (2007) considered in their research that to understand the re-

lationship between the employee and the organization and to show the consequences 

of it, it is important to be able to understand to which organizational agent the employee 

mirrors their relationship when talking about the organization. When considering the 

organization in terms of values and strategy, the interviews uncovered a trend where 

individuals perceive a stronger connection between senior management and these as-

pects. As we move down the management ladder, the organization appears to become 

increasingly personalized. 

 

From the employee's point of view, senior management rarely plays a very strong role. 

However, in all the interviews it became clear that in terms of commitment and staying 

in the organization, it is important that the relationship with the senior management is 

as good as possible regardless of the power distance. In all the interviews, the answer 

was that the relationship with senior management is also important, although it does 

not have as strong an impact or as close to everyday life as the relationship with the 

closest supervisor. 
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"The relationship with the senior management is important in terms of commitment to 

the organization, yes. In an organization where the senior management is far away and 

nothing has ever been heard or seen from them, I would say that from time to time when 

you see or hear from them too, it makes you more committed." (Interviewee 5.) 

 

Strategy implementation plays a strong role from the employee's point of view. Strategy 

implementation is done by supervisors as well as senior management. During the inter-

views, it was evident that senior management frequently manifests its influence through 

strategy and values. Interestingly, in some instances, participants mentioned the diffi-

culty in completely differentiating between the personal values of senior management 

and the values of the organization itself. This indicates a potential overlap or intertwining 

of these two sets of values. In the interviews, one important takeaway was that the or-

ganization's values played an important role. At the same time, interviewees were ready 

to adapt their values as the strategy changed, except if their role changed a lot or the 

new values conflicted a lot with their own or the organization's former values. This was 

regarded as a major push factor, highlighting the importance of the relationship with 

senior management in influencing individuals' decisions to seek alternative opportuni-

ties. 

 

"Yes, I would probably be more inclined to start looking for work elsewhere if we were 

acting contrary to my own or the company's current values." (Interviewee 8.) 

 

"...especially when a strategy is being formulated, being able to personally identify with 

it holds significant importance concerning senior management." (Interviewee 1.) 

 

"... the senior management decides something that affects my work and that now the 

strategy will be completely changed. ...then I would say that some other position needs 

to be looked for." (Interviewee 6.) 
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According to the interviewees, it is important for employees to feel that their supervisor 

is on the same side as them. It may sometimes be difficult for a supervisor to make im-

partial decisions, as they should often represent the interests of both the organization 

and the employee with their actions (Coyle-Shapiro & Shore, 2007). According to the 

results, the relationship between the supervisor and the employee suffers if the super-

visor does not actively seem to pursue the same issues and strive for the best for the 

employees. According to the interviewees, it is important to feel that the supervisor is 

supportive and wants to promote the employee's interests, for example in salary and 

benefits matters. 

 

"...if the supervisor is meant to help me in achieving my goals and becoming the best 

employee I can be, and if I am to remain satisfied working here, then I don't have trust 

in them fulfilling that role." (Interviewee 7.) 

 

"I trust the working methods of my supervisor... but there have been moments regarding 

salary where I have felt that they haven't been assertive enough in promoting my inter-

ests in that matter." (Interviewee 1.) 

 

“They are also strongly on the side of us, employees, in those matters where we hope for 

change to take place.” (Interviewee 10.) 

 

 

4.4 Relationship satisfaction and commitment 

In the relationship with the employee and the supervisor or senior management, com-

mitment and satisfaction are influenced by the themes mentioned above, such as trust, 

support, respect, communication, and a shared value base. These are important corner-

stones in any relationship, but they show up differently. Thus, relationship satisfaction 

and commitment play a role, as they act as mediators between these themes and the 

relationship itself, influencing how an employee contemplates their decision to leave the 
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organization. They impact how the relationship is perceived and the nature it takes. In 

each EOR, their significance varies, and they are also formed differently. 

 

In addition to the things mentioned above, the relationship between the employee and 

the supervisor is influenced by the personality of the supervisor from the employee's 

point of view and how well their personality and the supervisor's personality are com-

patible. It would be considered difficult the continuation the relationship if the person-

ality of the supervisor changed or if traits began to appear that were completely at odds 

with the employee's traits. 

 

“...if there is a lack of personal chemistry with the supervisor and the leadership style is 

of a certain type, which differs from your way of thinking." (Interviewee 3.) 

 

"... there is so much personality involved in this work." (Interviewee 2.) 

 

The supervisor is often seen in terms of openness, trust, support, and closeness. They 

are often more personified, while senior management is seen as distant figures who rep-

resent more of the organization and its values. The findings indicate that it was more 

difficult to articulate thoughts and opinions about the relationship with senior manage-

ment, and often individuals were satisfied with much less in that regard. The relationship 

with the supervisor was of greater importance and even the smallest nuances could 

cause more resentment and thoughts about whether to leave the organization. On the 

other hand, individuals were more satisfied with their relationship with senior manage-

ment when there was effective communication and a willingness to listen to information 

coming from lower levels in the decision-making process. It was not necessarily desired 

for senior management to engage with individuals on an individual basis; rather, it was 

more important to feel a sense of belonging as part of a group. Belonging to the group 

and being part of the group concerning senior management was important, even though 

in Finland, where the interviews were conducted, an individualistic culture prevails, 

where management is usually the management of individuals (Hofstede, 1984). 
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Commitment to the workplace is largely formed with the qualities that are valued in 

relationships. The employee must feel relevant and somewhat close to the relationship 

in light of their values to feel committed to the organization. If the employee is not com-

mitted, the intentions to leave are clearer. According to the findings, to promote com-

mitment in a relationship, there must be an open atmosphere within the organization 

and the flow of information must be immediate and trust must be created through that. 

In addition, it is important that the employee feels that they are responsible for their 

part in decision-making and that they make meaningful decisions. 

 

"... due to that dishonesty, I don't feel responsible or committed, because I don't feel like 

I'm working almost even in the same company as them." (Interviewee 7.) 

 

"...it comes down to whether one feels heard and can influence things, which ultimately 

determines whether there is dissatisfaction." (Interviewee 4.) 

 

 

4.5 Impact of individual environment 

In addition to EOR, employee characteristics, the external environment, the current po-

sition, and the current organization also greatly influence the employee's intentions to 

leave. In the interviews, questions were also asked about these themes to get an overall 

picture. These cannot be completely ignored when interpreting the answers, because 

when examining the relationship, each different individual environment also influences 

the matter and how the situation is perceived as a whole. The individual environment 

and the issues that came up when examining the impact of EOR on the intention to leave 

all affect the individual tendency to leave. 

 

People of the same age, in the age range of 35–60 years, were deliberately chosen for 

the interviews. The selected persons were chosen as those who have already accumu-

lated a working career.  The interviewees were asked to examine the relationship with 
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the supervisor and senior management as an individualistic aspect, but when asked, of-

ten age also came up regarding intentions to leave. It was often felt that finding a new 

and perhaps even better job might be difficult at this stage, and the risk of finding one is 

not small enough compared to the incentive. 

 

"I think that you can probably get a good job in this field, but of course when you think 

about it individually, you start to be old enough that if you didn't have your current job, 

you would have difficulties getting a job of a similar level." (Interviewee 8.) 

 

Many interviewees had families and children. When asked why they had or had not con-

sidered leaving the organization, the answer was often partly related to the fact that 

they did not want uncertainty or to get into a situation where the whole family would 

have to move for a new job. Often, this was cited as a significant underlying reason that 

had such a strong impact that individuals were even willing to compromise on certain 

benefits or job satisfaction. 

 

"...I didn't apply for any position because the children's personal life, going to school, and 

their circle of friends was more important to me than if I would have applied for a position 

elsewhere." (Interviewee 1.) 

 

The salary was another significant theme that emerged in every interview, and it was 

highlighted as an area for improvement in eight interviews. In the remaining interviews, 

participants felt that the salary was in line with industry standards. Money often arouses 

great emotions, and based on the findings, it was often felt that salary development is 

lagging. For the most part, it was felt that salary development, in general, is lagging in 

the industry, but the role of supervisors was also brought up in salary discussions. It was 

felt that the supervisor's task would be to promote the employee's interest also through 

salary discussions and to also make an effort to ensure that the salary corresponds to 

the development of the employee's skills and knowledge over the years. 
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"... the salary maybe not be so much these days, sometimes it felt like you got a really 

good salary in the industry, but at the moment the salary development has not pro-

gressed despite how many years of work there are." (Interviewee 3.) 

 

In addition, the findings showed that alongside the relationship, when changing jobs, 

the relationship with the entire work community also plays an important role. Supervi-

sors are often perceived as being closer because they simultaneously have the role of 

guiding and encouraging employees while also safeguarding their interests to some ex-

tent. However, often also the support of the work community from those working in the 

same work tasks was felt to be extremely important when tasks could be solved with 

those in the same position or new regulations that came from the senior management 

could be threshed together. 

 

"Collegial support is important and we share a lot of information and methods in our 

field, so there is a lot of discussion." (Interviewee 2.) 

 

"However, the work community is such that we go in the same direction and pull the 

same rope, that it carries a little even on weaker days." (Interviewee 6.) 

 

 

4.6 Summary of findings and revised framework 

The purpose of this study was to find answers to whether EOR affects the employee's 

intentions to leave the organization and to investigate in more detail how the relation-

ship with the supervisor and senior management differs and through which themes they 

are valued. 

 

The findings showed that the interviewees valued many of the things that had already 

been brought up in previous research in their relationship with their supervisor and sen-

ior management. In addition to this, however, new themes emerged that had not yet 

been observed. The themes that emerged in the interviews manifested themselves in 
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different ways and were valued in different ways when it came to the relationship with 

the supervisor or the relationship with senior management. 

 

Perhaps even the biggest theme in all the interviews was trust and its creation both con-

cerning the supervisor and the senior management. According to the findings, however, 

the importance of trust was often more strongly associated with the relationship with 

the supervisor. Often, the interviewees recognized that if there was a lack of trust con-

cerning a supervisor, it would be a factor that would hurt keeping the job. Trust was most 

easily expressed by supervisors through granting freedom in decision-making and having 

confidence in employees' up-to-date knowledge of their tasks. This trust in employees' 

competence and autonomy enabled them to make independent decisions. At the same 

time, it was hoped that support would be available from supervisors when needed so 

that employees would not feel alone in challenging situations. Furthermore, trust was 

also manifested in the ability to openly discuss personal matters, even the most chal-

lenging ones, with the supervisor without fear of them sharing them with others. Thus, 

trust supported and facilitated communication, as well as the autonomy and support 

provided in tasks. 

 

According to the findings, support was also shown in such a way that a feeling of belong-

ing and playing on the same team was expected more strongly from the supervisor than 

from senior management. Especially with salary discussions and difficult situations at 

work, it was brought up how important it is that the supervisor feels like they are pro-

moting the employee's interests and issues. This was also felt to be a major factor in 

what kind of relationship is formed with the supervisor and how it is made to stay in the 

organization. 

 

When reflecting on their relationship with senior management, the interviewees often 

also identified trust as a major factor in the success of the relationship and staying in the 

organization. Trust, however, was seen in a slightly different role than what it was when 

mirroring the supervisor. Trust was most often described through respect. Respect often 
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referred to the recognition that employees are often the best professionals in their re-

spective roles and often have a deeper understanding of their work than senior manage-

ment. It was hoped that even in challenging situations, respect would prevail, allowing 

for the resolution of disagreements. The idea was to foster a mindset where everyone 

works together for the common goal, playing on the same team, without the "us vs. 

them" mentality. 

 

Communication was also a theme that came up in all the interviews, also in other an-

swers, rather than when talking about it separately. In this study, it emerged that com-

munication with senior management is often relatively distant, and according to those 

interviewed, there is hardly any communication with individual employees. However, 

this was not perceived in a negative light in terms of forming a relationship. Communi-

cation was felt to be important, especially if it concerned one's work tasks. However, 

based on the findings, it was important to belong, as it were, to a group, i.e., communi-

cation was not even expected to extend to the individual level. This did not mean that 

communication with senior management was not also held in high esteem. Senior man-

agement was expected to be good communicators and to be open in their communica-

tion. Openness creates an atmosphere of respect and trust even in a relatively distant 

communication relationship. 

 

According to the findings, there were relatively different opinions about communication 

with supervisors. In this regard, it was considered important that the supervisor is often 

available, and that the discussion culture is confidential and individual. However, it was 

hoped from the supervisor that no one would be favored and that everyone would be 

met as equal, but still individualized. Individual relationships in communication and in 

general were held in high regard in terms of how commitment to the organization and 

dealing with turnover intentions was perceived. According to the research, an important 

role was also played by the fact that the conversation culture with the supervisor was 

open and that even difficult issues and areas of development would be easy to discuss. 

Based on the data, it is important that the supervisor can sometimes be met face-to-
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face, but even if the communication takes place via electronic channels for the most part, 

availability was more important than this. Open communication also had a great impact 

on how trusted the relationship with the supervisor was perceived to be. 

 

Senior management was often seen more as an entity, and according to the results, sen-

ior management was more easily equated to being similar to the organization. On the 

other hand, the immediate supervisor was often personalized as an individual entity, 

while being perceived as more distant from the organization as a whole. According to 

the findings, the personality of the supervisor had a great impact on how the employee 

feels they get along with the supervisor, which either reduces or supports the person's 

intentions to leave the organization. The matching of personalities was felt to be im-

portant in the development of the communication culture, which also contributed to 

how the confidential relationship developed. 

 

As mentioned above, the senior management was seen more as a personal entity similar 

to the organization. Often when talking about what was the most important character-

istic concerning senior management and what would most likely make an employee con-

sider leaving the organization, values, and strategy were brought up. It was hoped that 

the senior management would bring transparency to the implementation of the strategy 

and values so that it would be easy to follow them and stand behind them. Often, in the 

interviews, it was challenging to identify a specific factor that could influence the rela-

tionship with senior management to the extent of causing someone to leave the organ-

ization or consider it. This also supports the fact that the supervisor's relationship un-

doubtedly plays a greater role in how easily an employee considers leaving the organiza-

tion. However, it was frequently highlighted that if senior management were to com-

pletely contradict the established strategy or values, or if job responsibilities were signif-

icantly altered as a result, individuals would be more inclined to seek opportunities else-

where about their relationship with senior management. According to the findings, the 

implementation of the strategy and the values also contributed to how respect was per-

ceived in the relationship. 
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All these themes influenced the level of satisfaction and the extent of commitment in 

the relationships. In addition, it was often even difficult to separate the relationship with 

a supervisor from its individualistic concept. Thus, the findings also showed that the ex-

ternal environment, current position, current organization, or employee characteristics 

should not be forgotten even in this frame. For the most part, these individual factors 

were influenced by age, family relationships, and salary. Data was collected from inter-

viewees who were relatively the same age, but who had already advanced their careers, 

so age was expected to be an influencing factor. Furthermore, family considerations 

played a role, as individuals expressed a desire to avoid uprooting or subjecting their 

entire family to uncertainty when seeking a new job. In addition, the salary has an effect 

either whether it was worth staying in the organization or not. Other benefits were also 

valued and how the supervisor supports employees in salary discussions. All these also 

affected employee turnover intentions.  

 

In summary, figure 6 gathers together the new findings obtained from the data and com-

bines them with the previous research. Relationship satisfaction and relationship com-

mitment are not perceived as identical background factors in the context of this research. 

Instead, specific aspects emerged as more influential according to the research findings, 

which then impact the level of satisfaction and commitment in the relationship. These, 

in turn, continue to influence how the relationship is perceived. The research confirmed 

that trust and communication are major influencing factors about the supervisor and 

thus how the employee perceives the turnover intention. In addition, the findings 

showed that the personality, autonomy, and support of the supervisor relationship are 

also strong factors, so they were added to the theoretical framework. The study also 

confirmed that communication played a major role also concerning senior management 

and thus turnover intentions. In addition, trust through respect was perceived to play a 

large role. In addition to this, values and strategy implementation were linked to senior 

management and added to the theoretical framework. 

 



74 

 

Figure 6. Revised theoretical framework. 
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5 Discussion 

This study focused on how the relationship between the employee and the organization 

affects the employee's turnover intentions. In a more detailed examination, it was im-

portant in terms of the final result, whether the employee mirrors their relationship with 

the organization through a supervisor or senior management, and whether the factors 

influencing the relationship and the intentions to leave are therefore different. The study 

used semi-structured interviews, suitable for the qualitative research method. This made 

it possible to obtain information based on experience extensively. 

 

This chapter aims to answer the research questions with the help of the collected data 

and the already existing theory. This chapter presents its theoretical and managerial con-

tributions, as well as the study's limitations and suggestions for future research. 

 

 

5.1 Theoretical contribution 

The theoretical contributions of this thesis rely on previous research results. The rela-

tionship between the employee and the organization has a meaning in employee turno-

ver intentions (Elanain, 2014). This was also confirmed by this study. However, only su-

pervisors were mirrored as agents of the organization in previous studies, and it was 

revised by mirroring the relationship between the employee and the organization to 

other agents as well, such as senior management (Eldor & Vigoda-Gadot, 2017; Tekleab 

& Taylor, 2003). The aim was to increase the theoretical contribution of this research by 

studying senior management as well and more specifically the differences in employee 

relationships between the supervisor and senior management. 

 

The study confirmed that the importance of the supervisor's EOR is more significant in 

terms of the employee's intentions to leave (Tekleab & Taylor, 2003). However, the re-

search revealed that the relationship with senior management should not be underesti-

mated, and it also has an impact on the employee's intentions to leave. This thesis also 
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answered the research question; "Does the relationship between the employee and the 

supervisor or senior management affect the employee turnover Intentions differently?", 

because the research revealed different dimensions that only appeared in another rela-

tionship, or their manifestation differed with the employee’s relationship experienced 

with senior management and the supervisor between. 

 

This thesis partially challenges research by Graen and Uhl-Bien (1995), who presented 

that in low-quality relationships, where communication is minimal and only related to 

work-related matters, employees feel that they belong to an outgroup and the formed 

relationship is bad. However, this study showed that the relationship formed with senior 

management can also be good if the employees generally feel that they belong to the 

outgroup and the communication is the same for all members of the group. This creates 

a good relationship in terms of communication, with which employees are satisfied and 

are more likely to want to stay in the organization. On the other hand, communication 

with the supervisor should be closer, more individualistic, and more open. Results found 

that it doesn’t have a great impact whether the communication is online or face-to-face 

if the supervisor is available. This result is different from what Kim (2021) indicated when 

emphasizing the importance of face-to-face communication. This study also contributes 

to the fact that it is important to distinguish between the different agents of the organi-

zation. 

 

Trust is one of the major influencing factors behind EOR (Ferrin et al., 2007). In this study, 

according to the results, it was found that trust in a relationship with a supervisor is the 

biggest reason for the way the relationship takes shape. It was also perceived as the 

biggest factor behind intentions to leave. If the supervisor shows reliability through an 

open discussion culture, and actions and by keeping the discussions confidential, it is 

more likely that the employee will not consider leaving the organization. A relationship 

without an emotional connection does little to build trust (Shore et al., 2009). The rela-

tionship with senior management was felt to be more distant, and trust was often seen 

more through respect. Senior management must respect the fact that employees are 



77 

professionals in their roles but communicate changes and decisions openly to generate 

respect and trust. 

 

Finally, this study contributes to the existing literature by providing results that imply 

that the different agents of the organization are seen in different ways and therefore 

different things are expected from the formed relationship, which affects employee turn-

over intentions. Employees often do not easily mirror senior management as an agent 

of the organization (Tekleab & Taylor, 2003). Employees see the supervisor more as an 

agent of the organization in the sense that they personalize the supervisor more. Senior 

management, on the other hand, is seen more as an organization and not personified as 

a representative. According to the findings, this manifests itself in such a way that the 

perceived relationship with senior management and turnover intentions are more influ-

enced by the organization's values and strategy and changes in them. The relationship 

with the supervisor and the intention to leave is, therefore, more influenced by, for ex-

ample, the supervisor's personality, trust, and the support received from the supervisor. 

 

 

5.2 Managerial implications 

To minimize voluntary employee turnover intentions, it is crucial to prioritize the themes 

identified in this study within the organization. The themes that different managers 

should take into account in their activities vary depending on the position in which the 

managers work. 

 

As the biggest implication, it is important to strive to increase trust concerning employ-

ees. When acting in a supervisor position, the manager should support their subordi-

nates in decision-making, but also give responsibility and trust that the subordinate can 

make the right decisions. The supervisor needs to adopt a role where the purpose is not 

to watch every move of the subordinates, but to offer support in a changing environment 

and to ask, for example, how the subordinates are doing and if there is anything they 

could need help with. In a senior management position, trust emerges through more 
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respect. When making decisions, senior managers need to remember to also respect the 

views of employees, because they are often professionals in their roles. 

 

Communication plays an important role when employees consider their commitment 

and desire to stay in the organization. It is important for managers acting in the role of 

supervisors to face their subordinates as individuals, but without favoring anyone. In 

communication, instead of in what channels communication happens, it is more im-

portant that the supervisor is as available as possible and easily approachable. In addi-

tion, supervisors must create an open discussion culture so that it is easier to bring up 

development targets from both sides. This is also greatly influenced by the persona of a 

supervisor, and dealing with things through humor is also appreciated. Those working in 

senior management positions must develop their communication skills as much as pos-

sible. Instead of an individualistic approach, senior management is expected to deal with 

the personnel as a group, and there is no need for personal communication in terms of 

the development of the relationship. However, the changes and the strategy must be 

communicated openly, to know how to prepare for the changes. This reduces employee 

turnover intentions. 

 

To minimize turnover intentions, it is important for employees to feel that they belong 

to the community and that everyone is on the same side. Those working in a supervisor 

position should actively strive to promote the status of their subordinates in their activ-

ities. In the role of senior management, it would be important to implement the strategy 

and implement the values in everyday work. If the values are visible in everyday life and 

the reasons and solutions for values and the strategy are understood, it is easier to stand 

behind them as an employee. 

 

 

5.3 Limitations and suggestions for future research 

This study was carried out from the employee's point of view and reflecting their rela-

tionship with both supervisors and senior management. Therefore, one possible 
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research direction for the future could be to study the employee-organization relation-

ship and its effect on turnover intentions from another perspective, such as the perspec-

tive of senior management. For them, it is not clear to which organization's agent they 

mirror their relationship, so the research results could be interesting. In addition, the 

interviewees in this study did not experience much work-related stress. In previous stud-

ies, however, stress has been perceived as a major influencing factor in employee turn-

over intentions (Frone, 2018). Future studies could focus on how a good or bad relation-

ship with the organization affects the amount of perceived stress in high-stress environ-

ments. 

 

In this study, the effects of the employee-organization relationship on employee turno-

ver intentions were examined. The EOR relationship could also be mirrored in another 

component, such as the effects of the relationship on crisis management because several 

of the same components also affect the organization when a crisis occurs. 

 

This study was carried out as a qualitative study, in which 10 people from five different 

organizations in Finland were interviewed. By increasing the number of interviewees and 

the number of organizations, valuable research results could be collected on how gen-

eralizable the research results are, and how much different cultures or event environ-

ments influence the matter. The sampling of the study was, therefore, one limiting factor, 

which by expanding it could lead to more generalizable results. 

 

Qualitative research always has limitations related to the researcher's objectivity. The 

author of the study was not employed during the implementation of the study with any 

of the organizations used in the study. However, in interview situations, it is possible that 

the researcher-researched setting affects the results, and even though the results have 

been examined objectively and in the light of theory, the interpretation of the results 

may have also been influenced by the researcher's view of results. 
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Limitations in the study were also caused by the limitation of time and resources. By 

minimizing their effect, it would be essential for the research to find more people to 

study who have seriously considered leaving the organization or have voluntarily left the 

organization and mirror their thoughts and experiences on how the relationship be-

tween them and the organization the relationship has influenced the turnover decisions. 
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Appendices 

Appendix 1. Semi-structured interview guide 

Interviewee: 

 

Basic information: 

1. Tell me a little about yourself… 

a. Age 

b. Gender 

c. Educational background 

d. Family 

 

Company and position: 

2. What is your role in the organization and how long have you worked there?  

3. Are you satisfied with your job?  

4. Do you experience work-related stress? How much?  

5. How independent is your job, and do you feel you are still developing?  

6. How do you see the overall employment situation in your area of expertise?  

7. Do you feel like your job is secured at the moment? 

8. Do you feel like the salary and benefits match your education and skills? 

9. Have you ever considered changing the workplace? Why? 

 

Relationship with supervisor: 

10. How do you experience your relationship with your supervisor?  

11. Are you satisfied with the way your supervisor works and your relationship to-

gether?  

12. Do you trust your supervisor, their ways of working, and their decisions? 

13. Do you feel you are committed to your relationship with your supervisor and that 

you promote it with your actions? Do you feel like your supervisor does the same? 
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14. What kind of communication do you have with your supervisor? How do you 

communicate? 

15. Do you feel like your relationship with your supervisor commits you more or less 

to the organization?  

a. What would need to change for you to stay/leave the organization?  

16. In your relationship with your supervisor, what influences your decision to 

stay/leave the organization the most? 

 

Relationship with senior management: 

17. How do you experience your relationship with senior management? 

18. Are you satisfied with the way senior management works and your relationship 

together?  

19. Do you trust senior management, their ways of working, and their decisions? 

20. Do you feel you are committed to your relationship with senior management and 

that you promote it with your actions? Do you feel like senior management does 

the same? 

21. What kind of communication do you have with senior management? How do you 

communicate? 

22. Do you feel like your relationship with senior management commits you more or 

less to the organization?  

a. What would need to change for you to stay/leave the organization?  

23.  In your relationship with senior management, what influences your decision to 

stay/leave the organization the most? 
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Appendix 2. Interview invitation 

Hello, 

My name is Aada Mäkelä, and I am a 23-year-old business student from the University 

of Vaasa. In my studies, I am focusing on strategic business development. I am currently 

doing my master's thesis on how employees feel their relationship with the organization 

affects their intention to stay or leave the organization. I compare the employees' rela-

tionship with their supervisors and with senior management. For this reason, I would 

like to interview employees who have at least two senior supervisors in the organization. 

I would like to find people between the ages of approx. 35 and 60 from different organ-

izations and fields for an interview. 

 

In the interview, we would discuss the interviewee's background, current organization, 

and position. In addition, we would talk about the interviewee's relationship with the 

supervisor and senior management. The interview would last approximately 30–45 

minutes and would be conducted via Zoom or Teams. The topic does not have to be 

already familiar to the interviewee, and theoretical knowledge of the topic is not re-

quired. I would like to record the interview so that it would be easier to go back to the 

details in the analysis. 

 

After the interviews, I analyze the data obtained from the interviews and utilize previous 

research and theory. The data obtained from the interviews is processed anonymously 

in the study and the data is not analyzed or reviewed by persons other than the author 

of the study. 

 

Would you be interested in participating in the interview? 

I would like to carry out the interviews on schedule as soon as possible. 

 

Kind regards, 

Aada Mäkelä 

 


