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This paper examines job satisfaction, organizational commitment and turnover intentions among health 

workers in faith-based hospitals in Uganda. The study surveyed 125 nurses from three catholic faith-based 

hospitals. Hierarchical regression analysis confirmed that job satisfaction has a negative effect on turnover 

intentions, while affective and normative commitments partially mediate the relationship between job 

satisfaction and turnover intentions. Female gender, and organizational tenure— 3-9 years, each 

negatively contributes to turnover intentions, while Registered Comprehensive Nursing positively predicts 

turnover intentions. The importance of job satisfaction, emotional attachment, and a sense of obligation is 

emphasised, but the ambiguity and thus negative effect of Registered Comprehensive Nursing is noted. 
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INTRODUCTION  

 

Health worker turnover is a real challenge facing hospitals worldwide (Chiao et al., 2021; Fogel, 2007; 

Rawashdeh & Tamimi, 2019) and particularly in developing countries such as those of sub-Saharan Africa 

(Bonenberger et al., 2014; Hagopian et al., 2009; Shumba et al., 2017). Uganda’s health system in particular 

faces a considerable human resource shortage; reporting a ratio of 1.87 (Ministry of Health, 2019), which 

is less than the defined critical shortage level of 2.28 health workers per 1,000 people (WHO, 2006). Given 

such a low health staffing capacity, higher levels of turnover could only serve to worsen the situation. In 

fact, this problem has been cited as one of the main contributors to Uganda’s slow progress towards the 

achievement of healthcare goals (Ministry of Health, 2011). Moreover, the situation is dire among nurses 

and midwives (Zuyderduin et al., 2010). They are believed to account for over 50% of the health workforce 

in many countries, but their number is expected to decline from 9 million to 7.3 million by 2030 worldwide, 
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and likely to worsen in African countries (WHO, 2016). Amidst these challenges, there have been reported 

concerns about nurses’ job satisfaction, lack of commitment, and turnover intensions (Bonenberger et al., 

2014; Ministry of Health, 2015; Momanyi & Kaimenyi, 2015). These streams of research are indicative of 

a fundamental tension in health worker literature, as exemplified by the question: What is the relationship 

among job satisfaction, organizational commitment and turnover intentions?  

While some studies have examined the relationships among turnover intentions, job satisfaction, and 

organizational commitment (Hayes, et al., 2012; Meyer et al., 2002; Blau, 2009), they have predominantly 

originated from the developed world. Limited effort has been undertaken to examine these concepts and 

their relationships in Sub-Saharan Africa, particularly Uganda (Tumwesigye, 2010). Accordingly, more 

contextualized research is needed to empirically demonstrate the relationship among job satisfaction, 

organizational commitment and turnover intentions (Hagopian et al., 2009; Nabirye et al., 2011). This study 

adds to a growing body of literature which examines the relationships among job satisfaction, organizational 

commitment and turnover intentions, but importantly, among nurses in faith-based hospitals in Uganda. 

Moreover, nurses are a critical healthcare workforce, required in almost every department to complement 

specialized medical staff. However, while faith-based hospitals uniquely espouse their strong underlying 

values (Chiao et al., 2021), they have been reported to experience higher turnover rates in comparison to 

government and other privately-owned hospitals (Momanyi & Kaimenyi, 2015). Indeed, although they can 

be categorized and considered as private (Coudounaris et al., 2020), understanding the unique nature of 

faith-based hospitals and nurses’ job satisfaction, organizational commitment and turnover intentions is 

crucial for effective health service delivery, especially considering that they are among the greatest 

contributors to health service delivery.  

The paper further examines the mediation effect of organizational commitment (affective and 

normative) in the relationship between job satisfaction and turnover intentions. It examines the Two-Factor 

theory (Herzberg et al., 1959; Herzberg, 1965), the Interlinkages model (Mobley, 1977; Mobley et al., 

1979), and the three-component model (Allen & Meyer, 1990, 1996; Meyer & Allen, 1991), to synthesize, 

link and explain the considered main study variables. This way, the paper contributes to knowledge and 

theory of job satisfaction, organizational commitment, and turnover intentions. It provides affective and 

normative commitment as mechanisms through which job satisfaction reduces turnover intentions. There 

has remained contradiction over the independence and influence of affective and normative commitment 

(Kartika & Purba, 2018; Samad & Yusuf, 2012; Wells et al., 2016, Lu et al., 2002; Meyer & Parfyonova, 

2010) notwithstanding the predictive capability of continuance commitment (Jaros, 1997; Jaros & 

Culpepper, 2014) although all the three components have generally been posted as strong predictors of 

turnover intentions (Meyer et al., 2002; Blau, 2009). This paper’s specific consideration of affective and 

normative commitment contributes to this debate. 

 

THEORETICAL REVIEW 

 

Perceptual and attitudinal factors such as job satisfaction and organizational commitment have been 

linked to turnover intentions, but each has been examined theoretically differently. Therefore, our 

theoretical approach draws from Herzberg’s Two-Factor theory and integrates it with Mobley’s 

Intermediate linkages model and Meyer & Allen’s three-component model of organizational commitment, 

to develop an integrated model. We maintain that theoretical triangulation is relevant for a logically 

coherent explanation of possible relationships among such key variables examined in this study.  

 

Herzberg’s Two-Factor Theory 

The two-factor theory (Herzberg et al., 1959) provides job satisfiers and hygiene factors as two distinct 

phenomena. Whereas job satisfaction is said to be internally generated from work (internal to the job, 

otherwise called intrinsic factors or motivators); job dissatisfaction is a result of the absence of external 

factors to the job (otherwise called extrinsic or hygiene factors). The extent to which a job is intrinsically 
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satisfying through achievement, recognition, work itself, advancement, and responsibility becomes crucial. 

However, hygiene factors involving the context of the job: company policies, administration, supervision, 

salary, interpersonal relations, and working conditions (Herzberg, 1965), ought to be provided to avoid 

dissatisfaction, but not to achieve job satisfaction (Mete & Sokmen, 2017). Some studies employing the 

two-factor theory have questioned the core assumptions and methodology that led to the theory’s 

development (Stello, 2011). Others have argued that job satisfaction can be affected by both intrinsic and 

extrinsic factors (Kacel et al., 2005). Generally, the two-factor theory suggests that when employees possess 

higher levels of job satisfaction, they are likely to reciprocate with positive work-related outcomes. 

Similarly, we argue that job satisfaction has a significant effect on organisational commitment and turnover 

intentions. 

 

Mobley’s Intermediate Linkages Model 

Mobley’s (1977) Intermediate Linkages Model is one of the first turnover process models, viewing 

turnover intentions as the final cognitive event before actual turnover. The theory establishes a path from 

job dissatisfaction to turnover intentions, arguing that dissatisfied employees are likely to develop quit 

thoughts, conduct job searches, and desire to leave organizations, while employees with higher levels of 

job satisfaction are likely to portray lower turnover intentions. However, employees are likely to weigh 

such options based on the vitality of their current jobs, in the process of developing turnover intentions and 

subsequently turnover (Singh & Sharma, 2015). Whereas the expanded model (Mobley et al., 1979) 

included individual values, job and labour market perceptions of current jobs and possible alternatives; job 

satisfaction and organizational commitment in view of turnover (Maertz & Campion, 1998), individual 

factors such as age, tenure, and education are crucial in these relationships (Porter & Steers, 1973). It is 

imperative to measure the nature of the relationship between job satisfaction, organizational commitment 

and turnover intentions, especially among nurses of the private sector, and particularly, faith-based 

hospitals, because of their unique foundational values including transparency, accountability, teamwork, 

shared decision-making and productivity (Mash et al., 2015).  

 

Allen & Meyer’s Three-Component Model 

The three-component model by Allen & Meyer (1990) is the most widely used theoretical explanation 

for organizational commitment (Allen & Meyer, 1990; Meyer & Allen, 1991; 1993). They explain 

organizational commitment as a psychological state or mindset that attaches an employee to an 

organization; comprised of affective, normative, and continuance commitment (Allen & Meyer, 1990). 

First, affective commitment conveys an employee’s emotional attachment to an organization. Employees 

with high affective commitment remain with an organization because they feel they want to do so (Meyer 

& Allen, 1991). Second, continuance commitment refers to an employee’s perceived need to remain with 

an organization because of the limited alternatives or the costs associated with leaving. Therefore, 

individuals with continuance commitment stay because they have to do so (Meyer & Allen, 1991). Third, 

normative commitment is the moral obligation to stay with the organization because it is the right thing to 

do – they ought to do so (Allen & Meyer, 1996). This is mainly a result of induction and socialisation 

processes employees undergo when they first join an organization. They later feel indebted to the 

organization for the resources invested in them, and hence the need to not only put effort into their work, 

but to also stay with the organization (Nagar, 2012). However, debates continue on the independence of the 

three constructs and the strength of each in predicting turnover intentions (Jaros, 1997; Jaros et al., 1993). 

Whereas affective commitment has been consistent in its findings and hence considered the real meaning 

of organizational commitment, some researchers (e.g., Ko et al., 1997) did not find discriminant validity 

for it and normative commitment, questioning their independence (Meyer & Herscovitch, 2001; Jaros, 

1997). Moreover, the dimensionality and predictive ability of continuance commitment has been challenged 

(Guntur et al., 2012; Jaros, 1997; Kashifa & Marzuki, 2015; Lee et al., 2001; Luz et al., 2018; Meyer et al., 
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2002). Accordingly, recommendations exist to examine the model in different contexts (Meyer et al., 2002; 

Ko et al., 1997), particularly in developing economies. 

Therefore, the three models coherently contribute to understanding job satisfaction and organizational 

commitment, and their link to turnover intentions. Whereas each of the reviewed models can mainly explain 

specific factors, e.g., job satisfaction, organizational commitment, and turnover intentions, their integrated 

explanation provides a better fit for the current study. 

 

EMPIRICAL LITERATURE REVIEW 

 

Turnover Intentions and Turnover 

The phenomenon of employee turnover remains of particular interest in management research and 

practice (Bonenberger et al., 2014; Chiao et al., 2021; Coudounaris et al., 2020; Momanyi & Kaimenyi, 

2015; Brunetto et al., 2012). However, turnover intentions have been broadly conceptualized and examined 

as the most immediate predictor of turnover in different contexts, sectors and organizations, but with 

different findings (Blau, 2009; Griffeth et al., 2000; Gauger, 2013). Therefore, context-specific studies 

considering national, sector, organizational, and individual differences are relevant. 

Turnover can be defined as the actual leaving of an organization by an employee to seek or join other 

employment elsewhere. Turnover generally revolves around employees leaving an organization, although 

this should not be mixed with ordinary leaving for reasons such as retirement, end or termination of contract. 

Turnover occurs when one decides to leave an organization, but for continued employment or search for a 

job elsewhere. Moreover, there are generally two types of turnover – voluntary and involuntary (Iverson, 

1999). Involuntary turnover is when a person is made to leave his or her job by an employer, e.g., for 

disciplinary reasons, while voluntary turnover is when an employee makes the decision to leave an 

organization on his or her own will (Lambert & Hogan, 2009) to seek employment elsewhere. Voluntary 

turnover is a major concern to organizations as it results in loss of disciplined and valuable employees. 

However, turnover intentions, which is the cognitive process of thinking of leaving, planning to leave, 

and the desire to leave an organization (Addae et al. 2008; Lambert & Hogan, 2009) usually precedes 

turnover. In other words, turnover intentions are the harboured desire to leave an organization, anchored in 

individuals’ feelings as a result of evaluations they make about their job and organization (Mobley et al., 

1979). If turnover intentions are not effectively acted upon, they are likely to result into actual turnover. 

This way, it is important to understand and address turnover intentions because they are a precursor to 

actual turnover while depending on perceptual and attitudinal outcomes such as job satisfaction and 

organizational commitment as conceptualized in figure 1.  
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FIGURE 1  

HYPOTHESISED MODEL 

 

Whereas job satisfaction has been found to be a predictor of turnover intentions in health workers 

(Hagopian et al., 2009), and organizational commitment has been negatively associated with turnover 

intentions in Uganda (Tumwesigye, 2010), the current study adds the dimension of nurses and faith-based 

hospitals. Furthermore, while demographic variables have been emphasized in the study of 

turnover/turnover intentions (De Gieter et al., 2011), they only moderately predicted turnover, with 

organizational tenure being the strongest predictor, followed by age, and then training and education 

(Griffeth et al., 2000). Hayes et al (2012) reported similar findings where job satisfaction and organizational 

commitment were key predictors of turnover and turnover intentions. 

 

Job Satisfaction and Turnover Intentions 

Job Satisfaction is a positive feeling about one’s job and its characteristics (Robbins & Judge, 2013). 

Basically, it is an employee’s overall positive as opposed to negative (job dissatisfaction) evaluation of a 

job. People with positive attitudes about their jobs largely express high levels of job satisfaction, while 

those with negative attitudes in this regard always have lower job satisfaction (Robbins & Judge, 2013). 

This suggests that employees who are satisfied with their jobs are most likely to express negative turnover 

intentions and hence, more willing to stay longer with an organization.  

Job satisfaction can either take a global or a multi-faceted approach (Spector, 1997). The global 

approach is used when the interest is in the overall attitude towards the job, while the multi-faceted approach 

is useful in determining which particular aspects of the job contribute to satisfaction, which may help 

identify different areas for improvement. Facets of job satisfaction are most frequently assessed based on 

Herzberg’s two factors including intrinsic and hygiene issues (Herzberg et al. 1959; Bonenberger et al., 

2014; Coomber & Barriball, 2007). However, intrinsic factors or satisfiers including recognition, 

achievement, advancement and the nature of work are more important because of their positive outcomes 

such as motivation. 

Although some studies (e.g., Asegid et al., 2014; Lavoie-Tremblay et al., 2010; Tourangeau et al., 

2010) link supervision, work environment, and continuous education and training, to job satisfaction, our 

study considers job satisfiers to explain job satisfaction. Our position is consistent with Herzberg’s 

arguments that hygiene factors such as policies, salary, and company car do not necessarily result into job 

satisfaction, but are only required to avoid dissatisfaction (Herzberg et al. 1959). Previous studies (e.g., 
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Dado et al., 2019; Asegid et al., 2014; Coomber & Barriball, 2007; Delobelle, et al., 2010) also show that 

there is a negative relationship between job satisfaction and turnover intentions. Thus, we hypothesise:  

 

Hypothesis 1: There is a negative relationship between job satisfaction and turnover intentions.  

 

Organizational Commitment and Turnover Intentions 

Organizational commitment is generally an individual’s attachment to an organization, the desire, need, 

and/or obligation to remain working for an organization (Meyer & Allen, 1991). According to Meyer & 

Allen (1991, p.67), organizational commitment is “a psychological state that characterizes the employee’s 

relationship with the organization and has implications for the decision to continue or discontinue 

membership in the organization.” It is hence perceived to be highly associated with low turnover intentions 

(Meyer et al., 2002; Allen et al., 2003). This is because organizational commitment provides a bond 

between an employee and the organization, whereby employees become loyal to the organization, share its 

values, and identify with its goals; making them less likely to voluntarily leave (Lambert & Hogan, 2009). 

Whereas empirical studies have largely shown organizational commitment as being negatively related to 

turnover intentions (Ingersoll et al., 2002; Lambert & Hogan, 2009; Lu et al., 2012; Samad & Yusuf, 2012; 

Tourangeau & Cranley, 2006), it is conceptualized to have different facets whose contributions differ (Allen 

& Meyer, 1990; 1996; Meyer et al., 2002). 

The three-component conceptualization including affective, continuance and normative commitment 

(Allen & Meyer, 1990; Meyer & Allen, 1991) is the most broadly considered and examined explanation of 

organizational commitment (Ko et al., 1997; Blau, 2009; Jaros, 1997; Meyer et al., 2002).  However, of the 

three components, affective commitment has been more consistently found to have the strongest negative 

relationship with turnover intentions, followed by normative commitment. Continuance commitment has 

showed a considerably weaker influence (Larkin et al., 2016; Meyer et al., 2002; Jaros, 1997). Owing to 

lack of consensus with regard to continuance commitment scale, its relationship with turnover intentions, 

and previous findings indicating that it is the least effective at predicting turnover intentions (Ko et al., 

1997; Meyer et al., 2002), this particular construct was not considered for this research. 

Affective and normative commitments have been reported as better predictors of turnover intentions 

(Allen & Meyer, 1996), although the distinctiveness of these two has been questioned (Meyer & 

Herscovitch, 2001; Ko et al. 1997). They have been established to be highly correlated, with both reflecting 

emotional attachment to organizations; hence considered to measure the same thing (Jaros, 1997). While 

some scholars argue that it is counterproductive to include both affective and normative commitment (Jaros, 

1997; Solinger et al., 2008), a counter argument exists for their retention independently because they 

demonstrate significantly different relationships with outcomes of commitment including turnover 

intentions; thus, implying they have independent contribution (Meyer et al 2002). Consequently, affective 

and normative commitment, compared to continuance commitment, have been found to strongly explain 

variability in turnover intentions, and more effectively measure organizational commitment (Meyer & 

Parfyonova, 2010). Whereas affective commitment has consistently been found to be a strong predictor of 

attitudes, intentions and behaviours (Meyer et al., 1993; Meyer et al., 2002), normative commitment has 

yielded varying results, pointing to a need for further studies, especially in different settings and cultures. 

Therefore, this study hypothesises the following: 

 

Hypothesis 2[a]: There is a negative relationship between affective commitment and turnover intentions. 

 

Hypothesis 2[b]: There is a negative relationship between normative commitment and turnover intentions. 

 

The Mediation Effect of Organizational Commitment 

Employee perceptions and attitudes play a key role in shaping turnover intentions, with job satisfaction 

(Asegid et al., 2014; Edoho et al., 2015) and organizational commitment being important predictors (Meyer 
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et al., 1993; 2002; Larkin et al., 2016; Luz et al., 2018). Whereas the foregoing analysis postulates job 

satisfaction and organizational commitment as each influencing turnover intentions, the latter has been 

reported to have stronger influence. Consequently, it has been examined as the most proximal predictor of 

turnover intentions (Blau, 2009; Brunetto et al., 2012). In this regard, there remains debate about the 

ordering relationship of job satisfaction and organizational commitment with turnover intentions (Yalabik 

et al., 2013). Whereas some research findings support organizational commitment as a mediator to the job 

satisfaction–turnover intentions relationship (Kartika & Purba, 2018; Samad & Yusuf, 2012; Wells et al., 

2016), others have found varying influence or no evidence for mediation effect of organizational 

commitment (Kanwar et al., 2012; Lambert & Hogan, 2009; Lu, et al, 2002). Such contrasting findings and 

ensuing arguments contribute to the ongoing and growing debate on organizational commitment generally, 

and specifically, its role in job satisfaction-turnover intentions relationship. In spite of the differing findings 

and arguments (Jaros, 1997; Solinger et al., 2008), there is evidence of literature emphasizing the 

importance of organizational commitment, especially affective and normative commitments (Meyer et al., 

2002; Meyer & Parfyonova, 2010), beyond other attitudinal and perceptual factors (Blau, 2009) particularly 

in relation to turnover intentions. Therefore, this paper posits affective and normative commitment as not 

only antecedents of turnover intentions, but also, as mediators in the job satisfaction–turnover intentions 

relationship. Accordingly, we hypothesise: 

 

Hypothesis 3[a]: Affective commitment mediates the relationship between job satisfaction and turnover 

intentions. 

 

Hypothesis 3[b]: Normative commitment mediates the relationship between job satisfaction and turnover 

intentions. 

 

Individual Background Factors 

Individual factors of age, gender, education, organizational and professional tenure, have been 

recognized as predictors of turnover intentions, as far back as the review and conceptual analysis of the 

turnover process in the intermediary linkages model by Mobley et al (1979). The three-component model 

of organizational commitment also emphasizes the importance of individual differences (Meyer & Allen, 

1991; Allen & Meyer, 1990). However, value attachment and empirical findings in this regard vary with 

context (Griffeth et al., 2000; Hayes, et al., 2012; De Gieter et al., 2011), making them unique. Accordingly, 

this study treats age, gender, religion, professional cadre and organizational tenure as control variables 

given their influence on perceptions, attitudes and behaviours. 

 

METHODS 

 

Study Design, Sampling, and Data Collection 

This study employed associational cross-sectional research designs so as to analyse data collected at 

one point in time (Creswell, 2014) and determine relationships and associations among the study variables. 

It surveyed a representative sample of 163 out of 284 nurses of different cadres in three catholic-founded 

hospitals under the Uganda Catholic Medical Bureau (UCMB) umbrella network in Kampala, including 

Uganda Martyrs Lubaga Hospital, Benedict Medical Centre, and Our Lady of Consolata Hospital Kisubi 

(Wakiso). Saint Francis Hospital Nsambya, is not included because of the difficulty with obtaining timely 

clearance from the hospital research office committee. The sample was proportionately distributed across 

the three hospitals, and the nurses were randomly selected on Wards. Out of the 163 questionnaires that 

were distributed physically, 131 were returned. However, 125 were usable while 6 were not adequately 

filled. This resulted in a total useable response of n = 125, constituting a response rate of 76.7%. The high 

response rate was achieved through regular physical follow-up by the first author. The survey questionnaire 

adopted existing scale items for the main study variables: job satisfaction, affective and normative 
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commitment, and turnover intentions. The responses were rated on a 5-point Likert-type scale, ranging from 

strongly disagree to strongly agree. Categorical variables for individual background factors were dummy 

coded with one category used as a reference. 

 

Measures  

Job satisfaction was measured using a 4-items scale used by Bennett et al. (2000), addressing job 

satisfaction aspects of recognition, work achievement, nature of work, and advancement. A sample item 

included “I am satisfied with the recognition I get for the work that I do”. The Cronbach’s reliability alpha 

for this study was .75. 

Organizational commitment was measured using affective and normative commitment scales (Meyer 

et al., 1993) while continuance commitment was not considered in this study. Affective commitment 

included five items, with a sample item, ‘‘I would be very happy to spend the rest of my career with this 

organization”. Normative commitment included six items e.g., “I owe a lot to this organization” (Meyer et 

al., 1993). The Cronbach alpha for affective commitment was .61 while that for normative commitment 

scale was .71. Although the Cronbach’s alpha for affective commitment scale was slightly lower compared 

to previous studies, and below the generally recommended threshold of .70, others (e.g., Taber, 2018; Gliem 

& Gliem, 2003) have recommended an average score of .50. 

Turnover intentions were measured using a scale by Sager et al. (1998). It consisted of five items that 

were summed up as a single construct to form the turnover intentions index. A sample item included “I 

desire to leave my current job”. The Cronbach alpha was .75, consistent with previous studies (Lambert & 

Hogan, 2009). 

Individual characteristics included age, gender, education, professional cadre, organizational tenure, 

and professional tenure; all measured as categorical variables. Each variable had one category as a 

reference. For example, Gender (male=0, Female=1). The results were interpreted in comparison to the 

reference category. 

 

Data Analysis 

Data were analysed for descriptive, correlational and regression results, using Statistical Package for 

Social Scientists (SPSS) version 24. The descriptive results provided the distribution of responses according 

to percentages, means and standard deviations. Pearson product moment correlation ascertained 

correlations among variables. Correlations revealed preliminary relationships with medium effect sizes as 

evidenced by correlation coefficients (r) of the predictors and the outcome variable being between .30 and 

.50 (Pallant, 2005). The coefficients of determination (R2) were also computed (as percentages of r) to 

ascertain possible shared variances between the predictors and the outcome variable (Field, 2013). The 

relationships between the independent and the dependent variables were investigated using Ordinary Least 

Squares (OLS) Hierarchical Multiple Regression. This was supported by the nature of the hypothesised 

relationships at different levels with organizational commitment assumed to be more proximal while 

individual factors are distal (Blau, 2004) in the job satisfaction-turnover intentions relationship. 

Data quality was assured by checking for outliers, normality, linearity, heteroscedasticity and 

multicollinearity prior to Pearson product moment correlation and regression analyses. First, the correlation 

coefficients of the study variables ruled out multicollinearity, with no coefficient being above +/- .90 (Field, 

2013). Second, other collinearity diagnostics such as Variance Inflation Factor (VIF) and tolerance statistic 

(1/VIF) were also inspected to ascertain if the predictors had strong linear relationships. All these were 

within the recommended thresholds, for example, all VIF values were below 10 (Field, 2013; Pallant, 2005). 

Third, no case had a standardized residual value above +/- 3, ruling out any concerns about outliers. This 

confirmed normal distribution of residual errors, hence meeting the requirement of normality for regression 

analysis. Fourth, Cook’s distances had all values below 1, hence ruling out any possibility of influential 

cases on the model as a whole. Fifth, Durbin-Watson statistic confirmed that residual terms were 

uncorrelated or independent. While noting that values less than 1 or greater than 3 are a concern, Field 
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(2013) advised that the closer the value is to 2, the better. The value for this study was 2.05, which is very 

close to 2, hence meeting the assumption.  

 

RESULTS 

 

Descriptive and Correlation Results 

The descriptive statistics reported in table 1 provide the distribution of the respondents according to 

different parameters of the sample. Female nurses constituted 91.2% while males were only 8.8% of the 

survey respondents. Over half of the respondents (54%) were under the age of 30; 37.1% were between 30 

and 50 years; while those over 50 years accounted for 8.9% of the sample. This finding showing majority 

of the respondents being below 30 years is in line with that on professional tenure, where the majority of 

the nurses (45.5%) had worked for 4 years or less.  

 

TABLE 1 

INDIVIDUAL BACKGROUND VARIABLES 

 

                Variable Valid Percentage 

Gender  Male 8.8 

 Female 91.2 

Age categories in years 18-29 54.0 

 30-49 37.1 

 50-69 8.9 

Education Level Certificate 53.7 

 Diploma 40.6 

 Undergraduate 5.7 

Professional Cadre Enrolled Comprehensive Nurse 17.1 

 Enrolled Nurse/Midwife 39.0 

 Registered Comprehensive Nurse 4.1 

 Registered Nurse 33.3 

 Others 6.5 

Professional Tenure 0-4 45.5 

 5-9 23.6 

 10-15 22.0 

 16 and above 8.9 

Organizational Tenure <3 years 32.5 

 3-9 years 48.8 

 10 and above years 18.7 

Religion Moslem 4.1 

 Catholic 65.9 

 Other Christians 30.0 

 

With regard to education; more than half of the respondents (53.7%), had a certificate in nursing, while 

40.6% had a diploma. Only 7 respondents (5.7%) had an undergraduate degree while none of the 

respondents had a postgraduate qualification. Distribution by Professional cadre reveals an interesting 

finding. Enrolled and Registered Comprehensive Nurse cadres were fewer in numbers (17.1% and 4.1% 

respectively) compared to Enrolled and Registered Nurse cadres (39% and 33.3% respectively). 

Organizational tenure revealed a fairly stable workforce; with 48.8% having been at the same hospital for 

3 to 9 years, while 18.7% had been there for more than ten years. 32.5% had worked at the hospitals for 3 
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years or less, which is reflective of the sample– where majority were younger nurses (see age categories, 

for example, 18-29 years =54%, and 30-49 years =37.1%. Only 8.9% were of 50 years and above). 

Considering religion, most respondents were Catholics (65.9%), with other Christian denominations 

constituting 30%, while Muslims were only 4.1% of the sample. This can be explained partly by first, the 

catholic faith constitutes the biggest population in the country, and second, the study hospitals are catholic-

founded, which means that faith plays a crucial role in employment. 

The means, standard deviations and Pearson product-moment correlation coefficients for the main 

study variables are reported in table 2. The results reveal significant negative correlations between job 

satisfaction (r = -.40, p < .05), affective commitment (r = -.45, p < .05), and normative commitment (r = -

.40, p < .05), with turnover intentions.  

 

TABLE 2 

CORRELATION MATRIX FOR THE MAIN VARIABLES 

 

Variables Mean Standard Deviation 1 2 3 4 

1. Turnover Intentions  2.413 0.954 -       

2. Job Satisfaction 3.541 0.832 -.3995* -   

3. Affective Commitment 3.458 0.592 -.4544* .4055* -  

4. Normative Commitment 3.496 0.692 -.3988* .5595* .4855* - 
Note:  

a) 1= Turnover Intentions; 2=Job Satisfaction; 3=Affective Commitment; 4=Normative Commitment; 

b) *P < .05, ** p < .01, *** p < .001 level of Significance  

 

The results mean that higher levels of job satisfaction, affective commitment and, normative 

commitment, are correlated with lower levels of turnover intentions. The medium effect size, considering 

that the correlation coefficients are between -.30 and -.50, suggests strong relationships between the 

predictors and the dependent variable (Pallant, 2005). Whereas correlation does not infer causality, the 

coefficients of determination (R2) reveal strong shared variances between the predictors and the outcome 

variable. Job satisfaction (R2 = .16), affective commitment (R2 = .20), and normative commitment (R2 = 

.16); meaning that each of the respective three factors shares 16.0%, 20.3% and 16.0% of the variability in 

turnover intentions. This is strong preliminary evidence for testing the hypotheses.  

 

Regression Analysis and Hypotheses Testing 

The hypothesised relationships among the variables were estimated using hierarchical regression 

model. The approach was supported by the structured hierarchical nature of relationships, whereby some 

factors are distal with limited influence while others are more proximal and with stronger influence, and 

hence entered in such order (Blau, 2009). Therefore, the first block or model 1 included demographic 

variables: age, gender, professional cadre, organizational tenure and religion. The second model included 

adding organizational commitment (affective and normative commitment) as strong and most proximal 

predictors of turnover intentions (Currivan, 1999; Meyer & Allen, 1991; Meyer et al., 2002). The third 

model added job satisfaction as the main variable of interest, whose contribution was to be ascertained after 

controlling for the effect of other variables considered by the model. The hierarchical regression results are 

reported in table 3. 

Model 1 assessing the contribution of individual factors: age, gender, profession, organizational tenure, 

and religion as control variables made a significant contribution of 22.4% (R2 = 0.224, F = 2.863, p < .002) 

in explaining the variation in turnover intentions, considering only included factors. Female gender (b = -

0.739, p = .02), and organizational tenure between 3-9 years (b = -0.518, p = .04), each negatively 

contributed to turnover intentions, while Registered Comprehensive Nursing as a profession (b = 1.064, p 

= .05) positively predicted turnover intentions. The results indicate that each unit increase in the number of 
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females as compared to males, and employees who have worked with a hospital for 3-9 years as compared 

to those who worked for 10 years and above, is associated with a decrease in turnover intentions by 0.739 

and 0.518 units respectively, holding other factors constant. However, one unit increase in the number of 

Registered Comprehensive Nurses in comparison to theatre nurses, is associated with an increase in 

turnover intentions by 1.064 units; holding other factors constant.  

Model 2, adding affective and normative commitment to the overall model, made a significant 

contribution of 21.4% to the total variance in turnover intentions (R2 = 0.439, ∆R2 = 0.214, F = 6.430, p = 

.000). Both affective commitment (b = -0.508, p = 00) and normative commitment (b = -0.329, p = .01) had 

statistically significant negative relationships with turnover intentions. This means that an increase in either 

affective or normative commitment by one unit, is each associated with a decrease in turnover intentions 

by 0.508 and 0.329 units respectively, holding other factors constant. Therefore, hypotheses H2[a] and 

H2[b] are fully supported; affective commitment and normative commitment are each negatively related to 

turnover intentions.  

Model 3 added job satisfaction to the overall model to assess its effect on turnover intentions. This 

model made a significant contribution of 3.2% to the total variance in turnover intentions (R2 = 0.471, ∆R2 

= 0.032, F = 6.740, p = 0.01). Job satisfaction registered a statistically significant relationship with turnover 

intentions (b = - 0.264, p = 0.01), implying that one unit increase in job satisfaction is associated with a 

decrease in turnover intentions by 0.264 units, when all other factors are held constant. Thus, hypothesis 

H1 is supported; job satisfaction is negatively related to turnover intentions. 
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Mediation Effect of Affective and Normative Commitment 

To test for mediation in table 4, we used Baron & Kenny’s (1986) approach that established four 

conditions that must be met in order to determine mediation. These are, significant relationships between: 

the independent and the dependent variables (path C), independent variable and the mediator (path a), the 

mediator and the dependent variable (path b), and; the relationship between the independent and dependent 

variables decreases in strength when the mediator is in the equation (path C′), either to zero in total/full 

mediation or to a non-zero value in partial mediation.  
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Mediation Effect of Affective Commitment 

The results in table 4 support Baron & Kenny’s (1986) conditions for mediation. In the first model, 

there is a significant regression coefficient for the path from job satisfaction to turnover intentions (path C; 

b = -0.405, p < 0.01), showing further support for hypothesis 1. 

In the consequent models, the results reveal statistically significant coefficients for the paths from job 

satisfaction to affective commitment (path a; b = 0.246, p <0.01), and from affective commitment to 

turnover intentions (path b; b = -0.69, p < 0.01). These three conditions with statistically significant 

coefficients are sufficient for testing mediation effects (Baron & Kenny, 1986). When affective 

commitment was included in the mediation model, the path between job satisfaction and turnover intentions 

(C′) still remained significant (b= -0.289, p < 0.01), but its magnitude reduced, showing support for partial 

mediation. This means that job satisfaction affects turnover intentions directly as well as indirectly, through 

affective commitment.  

 

Mediation Effect of Normative Commitment 

Consistent with previous analyses as reported in table 4 above, relationships between job satisfaction 

and turnover intentions, job satisfaction and normative commitment, normative commitment and turnover 

intentions, and the relationship between job satisfaction and turnover intentions through normative 

commitment, were performed. First, there is a significant relationship between job satisfaction and turnover 

intentions (path C; b = -0.405, p < 0.01). Second, there is a statistically significant coefficient for the paths 

from job satisfaction to normative commitment (path a; b = 0.354, p <0.01), and third, from normative 

commitment to turnover intentions (path b; b = -0.538, p < 0.01). Fourth, the inclusion of normative 

commitment in the mediation model reveals that the path between job satisfaction and turnover intentions 

(C’ path) still remained significant (b = -0.30, p < 0.01), but its magnitude reduced, confirming partial 

mediation. 

Therefore, all four of the conditions were met for each of the mediation relationships, and the results 

from the mediation tests reveal partial mediation. Consequently, H3[a] and H3[b] are supported; affective 

and normative commitment, each mediates the relationship between job satisfaction and turnover 

intentions.  Overall, table 5 summarises the decisions on the set hypotheses for the study. 

 

TABLE 5 

SUMMARY OF DECISIONS ON HYPOTHESES TESTING 

 

Hypothesis 1 There is a negative relationship between job satisfaction 

and turnover intentions.  

Confirmed 

Hypothesis 2[a]: There is a negative relationship between affective 

commitment and turnover intentions. 

Confirmed 

Hypothesis 2[b]: There is a negative relationship between normative 

commitment and turnover intentions. 

Confirmed 

Hypothesis 3[a]: Affective commitment mediates the relationship between job 

satisfaction and turnover intentions. 

Confirmed - Partial 

mediation 

Hypothesis 3[b]: Normative commitment mediates the relationship between 

job satisfaction and turnover intentions. 

Confirmed - Partial 

mediation 

 

The results reveal that hypotheses 1, 2a and 2b are confirmed, that job satisfaction, affective 

commitment and normative committed are negatively related to turnover intentions. Hypotheses 3a and 3b 

show partial mediation of job satisfaction-turnover intentions relationship by affective and normative 

commitments. 
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DISCUSSION  

 

The study revealed interesting findings on both demographic and the main study variables in relation 

to turnover intentions. First, with regard to demographic variables, female nurses are associated with lower 

turnover intentions. This is contrary to some previous studies that established no difference by gender in 

turnover intentions for skilled workers generally (Griffeth et al., 2000), and nurses in Jordan (Raddaha et 

al., 2012). The finding also differs from those by Heinen et al. (2013) who found higher turnover intentions 

in male nurses, and high turnover intentions in female health workers (Bruyneel et al., 2017). The low 

turnover intentions among females as compared to males underscores two reasons; first, nursing has 

generally been gendered as a female profession especially in Uganda, and second, it is still currently 

dominated by females. This suggests the need to encourage more males to join nursing as efforts also 

continue towards supporting the already stable females in the profession. However, while low turnover 

intentions of nurses are appreciated, this can be linked to their narrow specialization and limited 

employment opportunities. 

Registered comprehensive nurses were the only cadre that was positively associated with turnover 

intentions. This can be attributed to lack of clear roles and responsibilities for this highly trained nursing 

group generally referred to as ‘multipurpose’ nurses, with skills in general nursing, midwifery, paediatrics, 

psychiatry, public health, and nursing management (Amandu et al., 2013).  The lack of clear roles can blur 

one’s career path and advancement. Whereas it has been argued that nurses need clearly defined roles to 

avoid role ambiguity, role conflict, and role discrepancies (Hayes et al., 2012), these are precursors to 

turnover intentions. 

Nurses with organizational tenure of 3 to 9 years were associated with lower turnover intentions 

compared to those of 10 years or longer. In support of this finding, it is evident that the longer one works 

for an organization up to five years as an average, the more they understand the organization and available 

opportunities (Coomber & Barriball, 2007; Ma et al., 2009). However, nurses under three years of 

organizational tenure, experience discrepancies in their career as compared to job expectations they develop 

while in training (Lavoie-Tremblay et al., 2010). On the other hand, those of 10 years and above develop 

complacency, career frustration, and job dissatisfaction when they fail to advance (Ministry of Health, 2007; 

Nabirye et al., 2011). Whereas nurses of 3-9 years of organizational tenure harbour lower turnover 

intentions, the profession should provide better terms and career opportunities so as to retain new entrants 

and those who serve beyond 10 years. 

Second, among the main study variables, nurses satisfied with their jobs are less likely to intend to 

leave their hospitals. While empirical evidence (Labrague et al., 2018; Lu et al., 2019; Sojane et al., 2016; 

Hagopian et al., 2009) has confirmed a negative relationship between job satisfaction and turnover 

intentions, this study contributes to this debate by specifically considering the dimension of nurses and 

more so, in a developing country, Uganda. The study further distinctively examined job satisfiers/ intrinsic 

factors as the main source of job satisfaction, including recognition, advancement, achievement, and work 

itself. The importance of job satisfaction as exemplified by intrinsic factors responds to concerns about non-

stimulating work, overwhelming workload, unclear or conflicting roles depicted by poor job description, 

which have been associated with turnover intentions (Coomber & Barriball, 2007; Hagopian et al., 2009; 

Lu et al., 2019). This concern is more evident with the registered comprehensive nursing, and hence, it 

requires clarity. 

Organizational commitment as represented by affective and normative commitment in this study, each 

uniquely demonstrated its importance in explaining turnover intentions. As for affective commitment, it 

implies that nurses feel emotionally attached to their employing hospitals and hence, are less likely to intend 

to leave. Whereas this finding is supported by a number of previous studies (Abou, 2017; Ehksan, 2019; 

Labrague et al., 2018; Lu et al., 2012), this particular study contributes to knowledge from a different 

country context and culture as earlier recommended (Ko et al., 1997; Meyer et al, 2002). We argue that 

because of the nature of their work, nurses do not only develop emotional attachment to their patients, but 

also to the organization that provides them the platform to save lives. Faith-based hospital employees have 

for example been reported to be happier knowing that their work at the organization directly contributes to 
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helping others in need (Ministry of Health, 2007). However, to further improve their attachment and reduce 

turnover intentions across the board, considerable attention should be paid to improving terms of service 

for those below three, and above ten years of organizational tenure, clarifying roles for registered 

comprehensive nurses, and encouraging more males to join the profession.  

The study further provides support for inclusion of normative alongside affective commitment, unlike 

where it has been suggested that when the two forms of commitment are studied together, normative 

commitment’s contribution may be overshadowed by its similarity to affective commitment (Meyer et al, 

2002; Jaros, 1997). For this study, normative commitment makes its own distinctive contribution to 

reducing turnover intentions. This implies that nurses have a moral obligation to their hospitals, thereby 

developing a sense of loyalty that results in lower turnover intentions. Faith-based organizations are 

founded on religious moral principles, which create a sense of employee obligation towards the 

organization. The finding aligns well with some previous studies on normative commitment and turnover 

intentions (Abou, 2017; Ehksan, 2019; Labrague, et al., 2018; Lu et al., 2012), although not in a related 

context and sector. Although similar findings were established among post-graduate students (Tumwesigye, 

2010), health sector and nursing profession make unique contributions in a unique health sector and 

profession. 

Third, affective and normative commitment partially mediate the relationship between job satisfaction 

and turnover intentions. Whereas some studies mostly from the developed world support the mediation role 

of organizational commitment (Kartika & Purba, 2018; Samad & Yusuf, 2012; Wells et al., 2016), the 

findings here emphasize the importance of nurses’ emotional attachment and sense of obligation to their 

faith-based hospitals in the relationship between job satisfaction and turnover intentions. This is supported 

by the intermediary linkages model (Mobley et al., 1979), which specifies the importance of links among 

variables. Moreover, the partial mediation effect by both affective and normative commitment in addition 

to their individual direct relationship with turnover intentions emphasizes their unique importance. 

Affective and normative commitments are therefore strong mechanisms for reducing turnover intentions, 

and also, for enhancing the effect of job satisfaction, at least, in the context of this study. 

 

CONCLUSIONS 

 

This paper has been able to establish relationships between job satisfaction, affective and normative 

commitments and, turnover intentions. Informed by Mobley’s intermediate linkages model (Mobley et al., 

1979), Herzberg’s two-factor theory – with particular focus on job satisfiers (Herzberg et al., 1959; 

Herzberg, 1965) and the three-component model of organizational commitment (Meyer & Allen, 1991, 

Allen & Meyer, 1990); all the study variables linked well and negatively associated with turnover 

intentions. A path was established from job satisfaction directly to turnover intentions, but also through 

organizational commitment (affective and normative commitments). Herzberg’s job satisfiers importantly 

foster employee positive inner feelings about their jobs and hospitals, leading to organizational commitment 

within the lens of the three-component model, and subsequently lower turnover intentions. 

Affective and normative commitment are evidently important not only in directly reducing turnover 

intentions, but also as mechanisms through which turnover intentions can be minimised. The two facets 

have been proved to be importantly different, making independent contributions to turnover intentions 

although some previous studies have criticised them for being the same (Jaros, 1997; Solinger et al., 2008). 

Affective commitment creates emotional attachment whereby employees generally and nurses in this case, 

feel it in themselves wanting to stay with their employer. Normative commitment on its part creates a sense 

of obligation for employees to stay because they feel it is the right thing to do. This is entrenched in the 

medical professional code of conduct, and values espoused by the faith-based institutions such as catholic-

founded hospitals. 

The study underscores the importance of encouraging more males to join nursing, and for improved 

terms of service so as to maintain lower turnover intentions of female nurses. Moreover, there is need to 

redefine and clarify the roles and career paths of different nursing cadres. Whereas Registered 

Comprehensive Nurses are broadly trained and considered “multipurpose”, they do not have specifically 
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defined roles, job descriptions and terms of service so unique to other cadres. Such ambiguity that remains 

with the nursing cadres is the reason the most revered cadre (Registered Comprehensive Nursing) harboured 

turnover intentions, a situation that can be averted through a review of cadres, their required qualifications 

and terms of service. Such a review can help address nursing expectations and hence provide employment 

stability for new entrants and employees with ten years and above in service. 

However, caution is given while interpreting the findings of this study. First, the findings could be 

constrained by context – national, health sector, nursing, and catholic faith-based hospitals. It is important 

that similar studies are conducted in different contexts. Second, the study relied on self-reported survey, 

which is likely to bear common-method bias although care was taken in the design and analysis stages. 

Furthermore, we used hierarchical regression analysis and Baron & Kenny’s (1986) steps for testing 

mediation. Although these have been criticised, they remain relevant and widely applied. However, 

different analytical tests such as PROCESS (Hayes, 2009; 2012) can be used to compare results. 

Considering other factors such as employee engagement can also make additional contribution. 
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