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ABSTRACT
Voluntary staff turnover is becoming increasingly common, es-
pecially in the IT sector. It can impact job performance and the
factors which shape it, such as work motivation. Given this fact,
the aim of this paper is to empirically verify the impact of vol-
untary staff turnover on job performance and work motivation
of employees in the IT sector, and to verify whether voluntary
staff turnover can be a moderator of the relationship between
work motivation and job performance of employees in the IT
sector. The formulated research hypotheses were verified on
a sample of 151 employees from organisations within the IT sec-
tor in Poland. To verify the impact of voluntary staff turnover on
work motivation and job performance, a correlation analysis was
conducted. In order to verify the moderation effect, a regression
analysis with a moderator was used. The results of the research
reveal that voluntary staff turnover has a negative impact on the
job performance of employees from the IT sector. Moreover, vol-
untary staff turnover is a moderator for the relationship between
work motivation and job performance of employees from the
IT sector and has a negative impact on this relationship, which
means that an increase in voluntary staff turnover reduces
the positive impact of work motivation on job performance for
employees from the IT sector. In this way, it has been proven
that — in terms of impact of work motivation on job performance
- the phenomenon of voluntary staff turnover is a negative one,
although it is common among employees from the IT sector.
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Introduction

Huge technological progress, which has  number of organisations in the information
been continuously observed over the last technology (IT) sector are being launched
dozen or so years, has contributed to an  on the market (Budek, 2018; Moore, 2000;
increase in demand for high-tech prod- Rong and Grover, 2009).

ucts. To meet this demand, an increasing
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The IT sector is extremely broad in terms
of the number of subcategories with which
it can be defined. The following are con-
sidered to be the main IT subsectors: pro-
duction, consultancy, sales and service
of hardware and software, data process-
ing and analysis, and IT education (Gutta
et al., 2011). Naturally, these are only the
main categories, and the IT sector itself
is attempting to dynamically adapt to the
constantly growing needs of customers
and the market. Significant factors which
contribute to the development of this in-
dustry are technological progress, market
globalisation, global digitisation, and con-
sequently the accumulation of countless
amounts of data from almost every sector
as well as the accompanying need to store,
process and secure it (Kisilowski and Ur-
baniak, 2013; Gutta et al., 2011). It is the
dynamics of industry development, willing-
ness to meet the growing expectations of
customers and answer to the needs of the
market, as well as growing competition
(Nazdrowicz, 2015), which have contrib-
uted to the increase in demand for highly
qualified specialists and IT engineers.

Unfortunately, there is still a shortage
of employees from the IT sector on the la-
bour market and only a few enterprises are
satisfied with the situation on the labour
market as it stands (McGee and Thyfault,
1998; Kisilowski and Urbaniak, 2013). As
a consequence, it is the employer who has
to care more for the employees in the or-
ganisation and to offer competitive work-
ing conditions. This is a reflection of the
fact that it is the employees, attracted by
certain incentives, who decide where to
take up employment. Such a change on
the job market reduces employees’ bar-
riers to leaving the company and contrib-
utes to an increase in the staff turnover rate
(Davidson, 1999; Purohit, 2016). Currently,
employees in individual organisations, as
well as in the IT sector generally, should
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be treated primarily as the most valuable
assets (Ferratt et al., 1999). Therefore, all
activities related to personnel manage-
ment should be focused on creating ef-
fective use of the potential that lies in the
employees (Pocztowski, 2007, p. 31). The
output of an entire organisation depends
on their competencies, understood as
“... a set of knowledge, skills and character-
istics allowing for the effective performance
of tasks (...) in the context of the adopted
strategic objectives of the organisation”
(Bienkowska and Brol, 2011: 177).
Unfortunately, in recent years the IT sec-
tor has seen the growing phenomenon of
staff turnover (Adams et al., 2006; Purohit,
2016). The impact of this phenomenon
on the organisation is not clear, however,
especially in the IT sector. General state-
ments indicate that this is a positive phe-
nomenon, especially as it allows for knowl-
edge and personal development (Falllicket
et al,, 2006; Jacks and Palvia, 2014). On
the one hand, it seems that it contributes
to the development of employees (as em-
ployees in the IT sector look for sources of
development outside the organisation) and
enables the inflow of new blood to the or-
ganisation (fulfilling the need to replace the
employees who have left the organisation
with new ones) (Urbancova and Linhar-
tova, 2011; Ampomah and Cudjor, 2015).
On the other hand, employees who leave
the organisation take the knowledge and
skills that they possess with them (Listwan,
2010; Ampomah and Cudjor, 2015). Also,
a high rate of staff turnover reduces the
morale of the employees who remain with
the organisation (Munck, 2001; Chambers
and Honeycutt, 2009). In addition, staff
turnover affects employees’ job perform-
ance and work motivation within organisa-
tions (Wairimu, 2008; Waeyenberg, 2017).
Given the negative aspect of staff turnover
and the more rapid development of the IT
sector when compared to the number of IT
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specialists (there is still a shortage of em-
ployees in the IT sector (Zielinska, 2018)),
staff turnover is becoming an increasingly
critical, albeit not yet fully investigated, is-
sue in HRM (Adams et al., 2006). There-
fore, deepening research and knowledge
on the phenomenon of staff turnover in
organisations, especially in the IT sector, is
justified. Although a great deal of research
has been conducted on this issue over the
last decade, it still has not been possible
to establish a clear position on this issue
and to present literature to fully understand
this topic (Adams et al., 2006).

Given the identified research gap in
terms of staff turnover, the article aims
to identify the impact of staff turnover on
both work motivation and job performance
of employees in the IT sector, since both
phenomena affect the performance of an
organisation as a whole, as is well known
and widely accepted in general terms (e.g.
Vroom, 1966; Bienkowska and Ignacek-
Kuznicka, 2018). It seems that conducting
this type of research is particularly impor-
tant in the IT industry, where the phenome-
non of staff turnover is currently particularly
evident (Adam and Clarks, 2006; Purohit,
2016). Moreover, within the research aim
of this kind, the impact of staff turnover
on the relationship between work motiva-
tion and job performance of employees
from the IT sector will also be verified. It is
hoped that the implementation of the find-
ings presented here will allow for the bridg-
ing of the identified research gap.

1. Literature review

1.1 Staff turnover

The repeatedly mentioned Staff Turn-
over Rate (STR) has already found its
place in the relevant literature. A recent
review of the literature noted how STR is
an often-analysed element by research-
ers and by human resources practitioners
(Hom et al., 2017).

The smooth departure of employees
from a given organisation is the responsi-
bility of the Human Resources department
in that organisation. The STR is condi-
tioned not only by external reasons (de-
pendent on human and business environ-
ments) but also by internal (organisational)
factors (Listwan, 2010). The STR prob-
lem is especially important in the context
of organisations that comprise the IT in-
dustry, because employees constitute the
greatest value for these types of organi-
sations (Thatcher et al., 2002). As it turns
out, many organisations from the IT sector
invest considerable amounts of money in
the development of their employees (Ka-
ppemanet et al., 2017; Bellini et al., 2019),
which is understandable given that employ-
ees are in possession of the knowledge
and qualifications that they have acquired
throughout their employment in the organi-
sation and that they are able to share with
other employees. The employees leaving
the organisation take the knowledge and
skills necessary to ensure proper function
within the organisation with them, and very
often these are difficult to reproduce (List-
wan, 2010).

One of the first concepts of STR was pre-
sented by Porter and Steers (1973, p. 153)
(Aburumman et al., 2010). In the context of
STR, they were concerned about “turnover
intention” and “intention to leave”, which
they defined as “the next logical step
after dissatisfaction experienced in the
withdrawal process”. Their important pro-
posal was to represent the STR problem as
a coefficient of departure. Therefore, Puro-
hit (2016) defines turnover as a ratio of the
number of employees that an organisation
has to replace in a given period of time to
the average total number of employees in
the organisation. The author considers the
problem of turnover in several categories,
but considers that the most dangerous
type of turnover is that of skilled employ-
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ees who want to leave an organisation vol-
untarily and seek employment with another
organisation (external voluntary turnover of
skilled employees), which often contributes
to a decline in organisational performance
(Bellini et al., 2019). This type of turnover
is often called the human capital loss, be-
cause these employees have knowledge
which is specialised, difficult to reproduce
or very expensive to replace (Kochanski
and Ledford, 2001; Thatcher et al., 2002);
unfortunately this type of STR is most often
observed among employees in the IT sec-
tor (Purohit, 2016; McKnight, 2009).

The first step that should be taken by
specialists to keep employees in the or-
ganisation is to recognise the reasons for
their departure. Of course, the reasons for
leaving will vary according to the individual
and may depend on the type of organisa-
tion, and the IT market is considered to be
one of the most complex in terms of staff
turnover, which poses a major challenge
for HRM in this type of organisation (Bern-
thal and Wellins, 2001; Bellini et al., 2019).
There are many classifications of causes
of turnover (see e.g. Pettman, 1973; Cotton
and Tuttle, 1986), one of which was pre-
sented by Taylor (2002), who suggested
dividing the causes of turnover into four
categories: factors attracting employees
to the organisation, factors pushing em-
ployees out of the organisation, personal
reasons, and reasons directly caused by
management. Among employees from
the IT sector in India, the following fac-
tors which push employees to leave were
identified: lack of compatibility between
the employee and the organisation (no
P-O fit), unfair pay, conflict with a supervi-
sor or co-workers, unsatisfactory develop-
ment and promotion opportunities (Purohit,
2016). When it comes to personal reasons,
researchers indicate the mobile nature of
employees from the IT sector who, by their
very nature, feel a constant need to devel-
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op and face new challenges (Falllicket et
al., 2006; Jacks and Palvia, 2014). Factors
which attract workers to an organisation
include competitiveness on the market,
which offers many opportunities to change
jobs (Urbancovéa and Linhartova, 2017;
Armstrong et al., 2015) (a shortage of em-
ployees means that demand for employ-
ees from the IT sector is much higher than
supply (McGee, 1998, 2002; Panko, 2008;
Brooks et al., 2015)). Therefore, as already
mentioned, there are multiple causes; the
most important thing is to verify them in
a given environment (Jacks and Palvia,
2014).

Aspresented, STRisageneralconceptand
can be used in the context of both voluntary
and involuntary turnover. Considering the
specificity of the IT sector, the domination
of employees’ market value over the em-
ployer and the freedom of employees in the
IT sector to change jobs, this article con-
siders voluntary employee turnover (VSTR)
i.e. that which is initiated by the employee.
VSTR has become one of the permanent
challenges faced by technology-based or-
ganisations, as one of the main problems
is keeping employees in the organisation
(McKnight et al., 2009).

1.2 Motivation

Motivation is highly complicated and dif-
ficult to classify in one model. Motivation
arises because a person has needs and
the ability to satisfy these needs through
a specific activity. Motivation is a desire
to do something that results from internal
and external motives (Sekufa, 2008). In
the literature, motivation and motivation to
work (work motivation) exist as separate
concepts (Hackman and Oldham, 1976).
Motivation to work is defined as the level
of employee motivation to perform work
effectively (Hackman and Oldham, 1976).
Motivation is one of the management func-
tions because its aim is to persuade the
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employee to take a specific action, per the
objectives of the organisation and the em-
ployee himself (Sekuta, 2008). The nature
of the job is considered to have a huge
effect on the behavior of employees. Em-
ployees should respond positively to four
basic aspects of work: variety, task iden-
tity, autonomy and feedback (Hackman
and Oldham, 1976). Considerations con-
ducted by researchers led to the creation
of the Job Characteristics Model (JCM),
which assumes that internal motivation is
determined by three psychological states,
which can occur if the work has certain
characteristics. These characteristics in-
clude: the variety of skills used to perform
the task, the identity of the task, i.e. the de-
gree of task performance from beginning
to the end, the autonomy of the work, the
importance and impact of the task per-
formed on others, and feedback regarding
the task performed. JCM assumes that an
employee’s motivational potential (MPS)
should be highest when the job performed
is characterised by high levels of autono-
my, significance and feedback (Hackman
and Oldham, 1976).

It is worth remembering, however, that
work motivation factors may vary depend-
ing on the work performed and the char-
acter of the work (Fu, 2010). As it turns
out, there are deviations between the fac-
tors which motivate employees from the
IT sector and from outside the sector re-
spectively (Saraswathi, 2011). Saraswathi
(2011) proves that, for employees from the
IT sector, the most important motivational
factor is the sense of development and the
work itself, whereas for employees from
non-IT sectors, work-life balance are more
important (Saraswathi, 2011). Courage
(1988) also proved that it is the work and
the characteristics of the work which are
important in shaping the motivation of em-
ployees from the IT sector (Eby and Gree-
man, 1999). Experienced employees es-

pecially appreciate the work itself, which is
very important, as is the presence of a high
level of autonomy during the performance
of tasks, diversifying tasks and properly
providing incentives for further improve-
ment of their skills (Saraswathi, 2011). As
a consequence, in the context of verifying
the level of employee work motivation, the
concept of Hackman and Oldham (1976)
was adopted.

1.3 Job performance

Employees’ job performance plays
a central role in determining organisational
performance. To achieve a competitive
advantage, practically every organisation,
including organisations from the IT sector,
need high-performance employees (Srivi-
boon, 2020). This is because individuals
who achieve a high level of job perform-
ance will be able to help the organisation in
achieving its strategic goals and creating
a sustainable, competitive advantage. Sch-
mitt and Chan (1998) classify job perform-
ance into two categories: “l can do” and
“I'want to do”. “I can do” refers to knowl-
edge, skills, abilities and other characteris-
tics that employees must have to perform
a specific job.“l want to do” refers to the
employees’ motivation to do their job. Em-
ployee job performance theory is defined
as “a synonym for behaviour that is some-
thing people do and can observe” (Camp-
bell et al., 1993, p. 96). The effect of work
is treated as a direct result — material and
immaterial. On the other hand, Campbell
(1993) considers that the effects of work
can also be defined as behaviour (June
and Mahmood, 2011). Therefore, the effect
is behaviour that leads to results (Skowron-
Mielnik, 2009), because this behaviour has
a significant impact on that work (Johari
and Yahya, 2012). Regarding the different
concepts of employees’ job performance,
the main issue raised by researchers is
what employee behaviour, regarding work,
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indicative of their performance. According
to Borman et al. (1993), performance con-
sists of behaviour that helps employees
perform their tasks; such behaviour is vital
to ensuring long-term performance (Johari
and Yahya, 2012).

Given the specific character of employ-
ees from the IT sector, it seems most ap-
propriate to adopt Campbell's concept,
which defines employees’ job perform-
ance as employees behaviour. Research-
ers verifying knowledge of employees’ job
performance, including employees from
the IT sector, note that their work efforts
may be more or less productive. Employ-
ees from the IT sector are assigned to
specific tasks that are characterised by
specific job characteristics. How engaged
they are in the task and the nature of their
work will depend on their behaviour and
their ability to do the job (Edwards, 1991;
Zimmerman and Johnson, 2005). There-
fore, behaviour that allows employees to
perform the specific duties and activities
required of them appear to be important in
determining employees’ job performance
(Jube and Mahmood, 2011).

1.4 Motivation and job perfor-

mance

The ability to increase the influence of
work motivation is vital to improving em-
ployees’ job performance. The link be-
tween work motivation and employees’
job performance is regularly studied by
researchers because the link is consistent
with human nature. Concerning Maslow’s
hierarchy of needs, McGregor (1999) high-
lighted that employees love to work if their
work conditions are satisfactory and they
are treated with respect. In general, moti-
vation encourages or drives the employee
to do what he wants and loves to do (Olu-
sadum et al., 2017). Employees who are
motivated to work will work with more effort
and their performance will ultimately im-
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prove (Azar and Shafighi, 2013). Research
by Olusadum and Anulik (2018) shows the
positive impact of work motivation on job
performance. Taking action by increasing
employees’ motivation to work minimises
ineffectiveness in said work (Bowling et al.,
2007). Moreover, the findings of Reizer et
al. (2017) reveal that there are many bene-
fits of autonomous motivation (one charac-
teristic of JCM). The same concept is pre-
sented by Across (2005), who states that
employees do not achieve good perform-
ance at work when they lack autonomy, es-
pecially if they had previously experienced
independent work (Afful-Broni, 2004). By
contrast, Spector (2009) considers that
employees can perform their job well on
the condition that they have a sufficiently
high level of work motivation to ensure a
decent level of performance. Importantly,
although an individual characteristic, work
motivation can be enhanced by external
factors. Taking care of high performance
of the organization is a basic management
task (Smits et al., 1993). Increasing em-
ployees’ job performance has a positive
impact on the organisational performance,
and therefore, caring for employees’ job
performance is also becoming an increas-
ingly important task for HRM (Azar and
Shafighi, 2013). It is the task of managers
to stimulate employee motivation in such
a way as to increase their productivity and
thus increase the efficiency of the whole
organisation (Fu, 2010). Research shows
that if an employer in the IT sector moti-
vates employees by applying fair remu-
neration, work safety, development and fi-
nancial and non-financial incentives, it will
increase their productivity and allow them
to achieve the organisation’s goals (Al et
al., 2016). According to Simon (1970), the
greatest work motivation is observed when
it is tailored to meet the needs of individual
employees. Therefore, the effectiveness of
the organisation will be greater when the
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correlation between organisational goals
and the needs of individual employees is
strongest (Simon, 1970; Olusadum and
Anulika, 2018). Based on such arrange-
ments, the following hypothesis can be
formulated:

H1: Increased motivation to work im-
proves the job performance of employees
from the IT sector.

1.5 Voluntary staff turnover and

work motivation

In turnover models (see e.g. Mobley,
1977, Steers and Mowday, 1981; Price and
Mueller, 1975; Allen and Giriffeth, 2004),
certain factors which are considered by
Hackman and Oldham to determine turn-
over are included in said models by the
authors (Shalley et al., 2010). Price and
Mueller (1975) have included factors such
as autonomy, work routines, responsibil-
ity and development opportunities in their
turnover model, which can be considered
the same as the factors included in the Job
Characteristics Model (Hackman and Old-
ham, 1976). According to Price and Mueller
(1975), VSTR is influenced by job charac-
teristics such as autonomy, responsibility
and routine (Shalley et al., 2011). Research
in their model indicates that autonomy
at work, which translates to job satisfac-
tion, reduces the willingness to look for
a new job. Responsibility at work directly
reduces the level of VSTR. A high level of
routine reduces job satisfaction and leads
to more intensive job searches (Shally et
al., 2011). Other researchers also focus on
the factors related to autonomy at work. In
their deliberations, they present a variable
called autonomy motivation, which means
engaging in an activity with full will and
through one’s own choice (Deci and Ryan,
2008). Furthermore, Jenkins (2009) and
Ramlall (2004) state that the main cause
of VSTR is disharmony with work motiva-
tion (VnoucCkova and Klupakova, 2013).

Employee dissatisfaction with unfulfilled
expectations and needs, especially in the
area of self-development, encourages the
employee to look for a new job and, as
a consequence, leave the organisation
(Vnouckova and Klupakova, 2013).

Ramlall (2004) maintains that the moti-
vational factors leading to employee satis-
faction are consistent with Maslow’s hier-
archy of needs, and reports a correlation
between dissatisfaction with the workplace
and turnover. It was noted that, among em-
ployees whose dissatisfaction with their
job is at a higher level, turnover is also at
a higher level (Ramlall, 2004; Vnouckova
and Klupakova, 2013). Bonenberger et al.
(2014) also consider that work motivation,
through motivating factors which create
job satisfaction, impacts on employees’ in-
tention to leave. Therefore, they have indi-
cated work motivation and job satisfaction
as a main cause of VSTR; research carried
out on healthcare workers confirms these
assumptions. The research proves that, as
aresult, it is necessary to strengthen work
motivation through factors which also en-
courage job satisfaction to neutralise the
intention of employees to leave an organi-
sation (Randhawa, 2007).

Sajjad et al. (2013) also confirm that
the relationship between work motivation
and VSTR is negative. This means that an
increased level of work motivation brings
about a decrease in VSTR and vice versa.
Tan and Igbaria (1994) prove that providing
a high level of hygiene for employees from
the IT sector will allow for an improved rate
of retention of employees in organisations.
More recent research, while confirming the
significance of the impact of hygienic fac-
tors on work motivation and VSTR, shows a
much higher impact of internal motivation
on keeping employees in organisations
(Eby and Freeman, 1999; Thatcher, 2006).
Based on such arrangements, the follow-
ing hypothesis can be formulated:
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H2a: An increase in voluntary staff turno-
ver reduces the work motivation of employ-
ees from the IT sector.

1.6 Voluntary staff turnover and

job performance

Employees’ job performance is a key
factor for the survival of an organisation,
because it represents a set of behaviours
for achieving the organisation’s goals (Liu
and Chiu, 2018). Therefore, the question
of whether or not VSTR can contribute to
a worsening of job performance should
be asked. Any theory of VSTR indicates a
loss of specific human capital for the or-
ganisation (Asamoah et al., 2015). Global
progress, which has led to the growth of
the industrial economy, has contributed
to the importance of knowledge on the
market. Modern technologies, appropriate
strategies and innovation, i.e. the factors
that determine the competitiveness of an
organisation, depend on people and their
talents in the knowledge era. For that rea-
son, the source of the main strength and
competitiveness of each organisation has
become the effective management of the
best employees, their knowledge and tal-
ents (Smith and Kelly, 1997; Jamal and Saif,
2011). Despite the growing awareness of
the need to transfer knowledge within the
organisation, there is still so-called “tacit
knowledge”, which the organisation loses
when its employees leave. It is thanks to
employees’ knowledge, skills and experi-
ence that the goals of the entire organisa-
tion are achieved (Johari and Yahya, 2012).
The high rate of employee turnover (includ-
ing the knowledge and skills they possess)
will contribute to a decrease in the organi-
sation’s productivity. Baron et al. (2001)
consider VSTR a “disruptive” phenomenon
for the organisations they researched,
more specifically, newly-created high-tech
start-ups in California.
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In the literature, many other studies are
available which concentrate specifically on
VSTR and have found a negative impact
of VSTR on organisational performance
(Butali et al., 2013; Asamoah et al., 2015).
Waeyenberg et al. (2017) consider VSTR
not only to be costly, but also as having a
negative impact on employee performance,
and thus on the organisation. Price (2001)
also argues that an increased turnover rate
results in lower productivity of the organi-
sation due to the loss of qualified and ex-
perienced employees, and often the need
to change investment plans (Price, 2001;
Shaukat et al., 2017). Employees leaving
the organisation generate additional costs
by having to hire new employees, i.e. in-
vesting in the recruitment and selection
process (Shaukat et al., 2017). However,
not all studies provide such a clear picture
of the results. Sturman (2003) considers
the relationship between job performance
and VSTR to be curvilinear, which means
that the relationship is not the same for
all employees. Sturman argues that high-
performance and very low-performance
employees are more likely to leave the
organisation than average-performance
employees. Therefore, verifying this rela-
tionship becomes even more interesting
(Sturman, 2003).

A similar uncertainty is observed among
employees from the IT sector. On the one
hand, employees from the IT sector change
jobs to seek new experiences and profes-
sional challenges (Falllicket et al., 2006;
Jacks and Palvia, 2014). On the other hand,
from an organisational perspective, there
is talk of the loss of the knowledge and
skills of employees who leave the organi-
sation, which negatively affects organi-
sational performance (McKnight, 2009).
Additionally, being in an organisation af-
fected by VSTR may contribute to lowering
employee morale and thus their willing-
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ness to work as well, resulting in poorer
job performance, which is known to lower
levels of organisational performance (Arm-
strong, 2009; CIPD, 2005; Branham, 2007;
Katcher and Snyder, 2007; Urbancova and
Linhartova, 2011).

Although this uncertainty is not
clear, the loss of employees, and thus
of their knowledge and skills, are consid-
ered more critical to shaping an employ-
ee’s job performance; therefore, based on
such arrangements, the following hypoth-
esis can be formulated:

H2b: An increase in voluntary staff turno-
ver negatively affects the job performance
of employees from the IT sector.

1.7 Moderating the effect of

voluntary staff turnover on the

relationship between motivation

and job performance of employ-

ees from the IT sector

Employee job performance, as men-
tioned above, refers to what employees
want to do (Schmitt and Chan, 1998). It
seems natural that more motivated employ-
ees show greater willingness to perform
certain activities (Anulika and Olusadum,
2017). This positive impact of work moti-
vation on employee job performance has
already been demonstrated by Hackman
and Oldham (1975) and continues to be
validated by scientists. No deviation from
this natural relationship has been proven in
the context of employees from the IT sec-
tor. If managers take care of their employ-
ees’ work motivation by choosing the right
factors to influence it, they will be able to
increase the level of job performance of
these employees (Ali et al., 2016). How-
ever, it may be interesting to see whether
this relationship can be disrupted by the
VSTR as a moderator. It may turn out that
attempts to increase the level of employ-
ees’ work motivation will be unsuccessful
until the employer takes care of reducing

staff turnover. A review of the literature
confirms that there is a negative impact
of VSTR on employees’ job performance.
This means that increasing VSTR in a given
organisation will negatively affect the per-
formance of other employees who remain
with the organisation (Butali et al., 2012).
As already shown, in the context of em-
ployees from the IT sector, i.e. knowledge
employees, the key here is the knowledge
and skills that employees take with them
when they leave the organisation. Cur-
rently, many organisations, including those
in the IT sector, have a huge problem with
collecting, storing and sharing knowledge
(Stam, 2009). For that reason, an organisa-
tion should take care to avoid such a sce-
nario, not only due to the increasing costs
associated with VSTR, but also due to the
declining performance of the whole organ-
isation, not just the individual employee
(Waeyenberg et al., 2016).

In many models that describe turnover,
work motivation is often considered to be
a predictor of turnover (based on the Mo-
tivation Potential Scale of Hackman and
Oldham, 1975). In the model developed by
Price and Mueller (1975), turnover is influ-
enced by job characteristics such as au-
tonomy, responsibility and routine (Shalley
et al., 2011). Many data points described
in the literature concerning the relationship
between work motivation and VSTR show
that this correlation is negative, including
among employees from the IT sector (Wair-
imu, 2008; Fu, 2010; Sajjad, 2013). The
above considerations indicate that staff
turnover has anegative impact on bothwork
motivation and job performance. Therefore,
it seems natural that VSTR will also have
a negative impact on the relationship be-
tween work motivation and job perform-
ance as a whole (Azar and Shafighi, 2013).
IfVSTR remains at a high level, the strength-
ening effect of job performance through
work motivation will be weakened among
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employees from the IT sector. This may be
true because the literature review confirms
the negative impact of staff turnover on
both work motivation and job performance,
including in the context of employees from
the IT sector (Ramlall, 2004; Butali et al.,
2013; Vnouckova and Klupakova, 2013;
Bonnenberger et al., 2014; Waeyenberg et
al., 2017). The negative impact on both of
these factors may therefore translate into
a weakening of the positive relationship
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between work motivation and job per-
formance of employees from the IT sector.
Based on such arguments, the following
hypothesis can be formulated:

H3: The higher the level of voluntary
staff turnover, the lower the influence of
work motivation on the job performance
of employees from the IT sector. In light of
the above-mentioned considerations, the
following research hypotheses can be for-
mulated (Figure 1):

Figure 1. Developed hypotheses

Voluntary staff turnover

H2a

Work motivation

|
|
|
|
|
|
|
h 4

H3 H2b

H1

Job performance

Source: Own elaboration.

2. Research methodology
Empirical research was conducted in or-
der to verify the proposed hypotheses. The
research was based on a survey method
that was implemented only for the selected
respondents panel (limited to employees
working in IT organisations in Poland)
and using a web application to develop a
questionnaire and gather the responses.
The main research was conducted in late
2018 among employees of organisations
from the IT sector operating in Poland. The
obtained sample covered 151 respondents
who were employees from the IT sector.

The selection of those employees from that
specific sector was intentional, because
the growing problem of VSTR — particularly
in organisations from the IT sector — is be-
ing noticed in contemporary literature; it is
the employees who remain in such organi-
sations who are the observers of the phe-
nomenon, which directly influences their
work motivation and job performance. The
characteristics of the group of respondents
participating in the research are presented
in Table 1.
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Table 1. Characteristics of the group of respondents

Number of samples

Characteristics N = 151
n %
male 48 32
Gender
female 103 68
under 30 years old 90 60
Age
over 30 years old 61 40
. married 60 40
Marital status -
single 91 60
. master’s degree 89 59
Education
other 62 41
) o under 500 employees 20 13
Size of organisation
over 500 employees 132 87

Source: Own elaboration.

Variables measurement
In order to examine the proposed hypoth-
esis, the main variables were defined as
follows: work motivation, job performance
and employee turnover. Respondents eval-
uated all variables based on the list of items
using a 5-point Likert scale (from “strongly
disagree” to “strongly agree”, with the mid-
point being “I do not have an opinion”).
Employees’ work motivation was meas-
ured based on the concept of Hackman
and Oldham (1974, 1975). Employees from
the IT sector — as observers of staff turnover
— evaluated their level of work motivation us-
ing this scale. The scale contains 10 items
as originally designed by Hackman and
Oldham, related to five job characteristics:
— skill variety: the rate at which differ-
ent skills are used to accomplish the
task,
— task identity: the rate at which the task
is performed from start to finish,
— task significance: the rate at which the
task impacts on other people’s lives,
— autonomy: the rate at which the em-
ployee performs the task independ-
ently,
— feedback: the rate at which the task
provides information on the effective-
ness of the work performed (1975).

Job performance was measured accord-
ing to the definition by Campbell (1990,
1993). Willam and Anderson’s (1991) ques-
tionnaire was adjusted to the specifics of
the work of employees from the IT sector
(June and Mahmood, 2011). While formu-
lating the scale measuring employee job
performance, the specificity of employees’
work in the IT industry was taken into ac-
count. Employees from the IT sector who
work in organisations affected by VSTR, as
in the case of work motivation, evaluated
their level of job performance using this
scale. Each employee assessed their job
performance in relation to other employ-
ees (relative assessment) with regard to
five aspects:

— timeliness of performed tasks,

— speed of completing tasks,

— the number of errors made during
the implementation of the entrusted
tasks,

— creativity in solving tasks,

— commitment to taking on new chal-
lenges at work.

The questionnaire also included a sec-
tion on experiences with turnover, where
the respondents answered questions
about the number of employees who
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had left the team in the last three months
and the number of employees working in
the team. This phenomenon was assessed
by employees working in teams within or-
ganisations affected by VSTR. Employ-
ees, who are observers of VSTR, found it
easiest to assess the scale of this problem.
VSTR was calculated according to the fol-
lowing formula:
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Descriptive statistics and reliabil-

ity analysis of scales

As the first step in the research process,
the reliability of the scales of each variable
was verified. The results of the analysis of
the reliability of the measurement scales,
as well as the descriptive statistics of vari-
ables, are presented in Table 2. The veri-
fication of the reliability of the instruments
was carried out using Cronbach'’s a factor,
which indicates a high level of internal reli-
ability of the scales and measurements.

Table 2. Defined variables along with the descriptive statistics values

Variable No. of items Cronbach’s a Factor analysis Mean Standard Error
- 68.158%
Work motivation 10 0.764 (KM0=0.663) 3.53 0.62
Job performance 6 0.868 (Kl\%i%élz}ﬁ) 3.46 0.74
VSTR 0.41 0.39

Source: Own elaboration.

3. Research results
3.1 Relationships between work
motivation, job performance and
employee turnover
In order to verify hypotheses H1, H2a
and H2b, the correlation coefficient among
work motivation, job performance and vol-
untary staff turnover was calculated as the
first part of the study. The correlation was

analysed with the use of Spearman’s cor-
relation in order to verify hypotheses H1,
H2a, and H2b. The results are presented
in Table 3.

Table 3. Correlation analysis among work motivation, job performance and voluntary employee turnover

Correlation Work motivation Job performance
rho(151)=0.24**,
Job performance p<0.01
rho(151)=0.054, rho(151)=-0.17*,
VSTR p>0.05 p<0.05

** Significant correlation p<0.01 (two-side)
* Significant correlation p<0.05 (two-side)

Source: Own elaboration.

The results show that work motivation
is statistically significantly correlated with
job performance. The correlation is posi-
tive, which means that an increase in one
factor causes a decrease in another. An

increased motivation to work will increase
the level of job performance and vice
versa. The results also show that VSTR is
statistically significantly correlated with job
performance. Moreover, the correlation is
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negative, meaning that an increase in one
factor causes a decrease in the other. An
increase in the level of VSTR will resultin a
decline in job performance and vice versa.
The results obtained allow for the accept-
ance of two of the three hypotheses: H1
and H2b, regardless of the fact that corre-
lation analysis does not verify the cause-
effect relation.

Based on the research described in the
available literature, the direction of the re-
lationships under investigation has been
clearly defined. It seems logical that it is
the level of work motivation which influ-
ences the level of job performance. It is not
possible for the level of job performance
to determine the level of work motivation.
Similarly to the second relationship, it is the
level of VSTR which determines the level of
job performance. This also means that, in
an organisation in which there is a lower
level of VSTR, employees have a higher
level of job performance. Although a sta-
tistically significant relationship between
VSTR and work motivation was assumed,
this was not confirmed by the research
which was undertaken. The results of the
research into the relationship between
VSTR and work motivation show that this
relationship is statistically insignificant.

As a consequence, there is no reason to
accept hypothesis H2a.

3.2 Voluntary staff turnover as

a moderator for the relationship

between work motivation and

job performance

Finally, the effect of strengthening or
weakening the relationship between work
motivation and job performance (hypoth-
esis H3) by means of VSTR was statistically
analysed. Therefore, a moderator variable
was introduced to the model. The mod-
erator variable is built as a product of two
standardised independent variables (work
motivation as the first independent vari-

able and voluntary employee turnover as
the second independent variable). To elim-
inate the limitations associated with the
traditional approach to assessing indirect
effects or moderation effects, the macro
PROCESS dedicated to SPSS Statistics
software (Hayes, 2017) was used. Using
the macro PROCESS, it is possible to veri-
fy the moderating effect of the VSTR on the
relationship between work motivation and
job performance. The effect of the moder-
ating variable is statistically characterised
as an interaction that can influence the di-
rection between the independent variable
—work motivation — and the dependent vari-
able — job performance. In fact, the use of
the macro PROCESS involves performing
a number of regression analyses on vari-
ables. Therefore, it examined a regression
between the independent variable (ex-
cluding the second independent variable
— VSTR) and the dependent variable, the
second independent variable and depend-
ent variable, and also the product of two
independent variables on the dependent
variable. The results of the analysis are
presented in Table 4.
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Table 4. Regression model statistics

Moderator Standard

Model description R2 Delta R2 coeff. error t Stat P Value
Work motivation
VSTR
Moderator 0.33 0.11 -0.63 0.30 -2.13 0.03

dependent v.: job performance

Source: Own elaboration.

The obtained model clearly shows that
voluntary staff turnover is a moderator of
the relationship between work motivation
and job performance (hypothesis H3). The
delta R2 of the obtained model for VSTR
as a moderator are statistically significant
F(3.142) = 5.66, p < 0.001. For that reason,
hypothesisH3canbeaccepted. Thismeans
that an increase in the absorption of VSTR

reduces the impact of work motivation on
job performance. This confirms the danger
of VSTR. The increase of VSTR leads to
a reduction in the positive impact of work
motivation on job performance. The nega-
tive impact of VSTR on the relation between
work motivation and job performance is
perfectly reflected in Figure 2.

Figure 2. Graphical interpretation of the moderating effect of staff turnover on the relationship
hetween work motivation and job performance

Graphical interpretation of the moderating effect
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Source: Own elaboration.

The VSTR rate was adopted in three val-
ues (VSTR = {0.08; 0.33; 1}). As can be
seen in Figure 2, the higher the VSTR, the
more the linear increase in job perform-
ance caused by work motivation declines.
It is interesting to note that, given the high-
est VSTR = 1, job performance declines
due to work motivation. This shows that
this relation is completely distributed by
the VSTR moderator.

4. Discussion

The considerations undertaken concern
the issue of VSTR and its impact on job
performance. There are many HRM solu-

tions that can serve to reduce the negative
side effects of VSTR on job performance.
Research results show that work motiva-
tion is the key factor that affects the job
performance of employees from the IT
sector. Research also found that VSTR has
a negative impact on the job performance
of employees from the IT sector. Together
with the verification of VSTR as a media-
tor of the relationship between work mo-
tivation and job performance, this study
was able to fill the previously sparse area
of research in this field to a certain extent.
The R-value of the constructed moderator
(VSTR) impact model on the relationship
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between work motivation and job perform-
ance is approximately 33%. This is not a
high value, but the value is statistically sig-
nificant. As a consequence, the construct-
ed regression model has a statistically sig-
nificant explanatory effect. The conducted
research is part of the current problem
faced by organisations. The growing mar-
ket makes it much easier for employees to
change jobs. The results obtained ought
to help to make employers aware of the
phenomenon of VSTR and how it can have
a negative effect on job performance.

The results also indicate that work mo-
tivation facilitates the improved job per-
formance of employees from the IT sector.
Therefore, it is necessary to consider how
organisations can manage a reduction in
VSTR and how they should construct an
effective work motivation system. In order
to do so, it is important to identify the fac-
tors influencing work motivation, because
- as the research proves - they differ for
employees from the IT sector compared to
employees from other sectors (Fu, 2010).
The research shows that, for employees
from the IT sector, it is important that
their work delivers JCM-compliant effects
(Hackman and Oldham, 1976), especially
the autonomy and relevance of their work
(Saraswathi, 2011). Other literature sources
prove that the key factors in the context of
shaping proper work motivation may be
job satisfaction and organisational com-
mitment. The level of employee satisfac-
tion, e.g. the feeling of pleasure caused
by meeting certain expectations of the
employees from the IT sector, is closely re-
lated to job satisfaction, due to its similarity
in terms of the definition.

Job satisfaction is a pleasant emotional
state caused by the realisation of employee
needs (Wuderzewski, 2013). This means
that organisations which want to provide
their employees with a sense of satisfac-
tion should focus on fulfilling their needs.

The most important needs in the context
of job satisfaction are the appropriate level
of remuneration, promotion opportunities,
proper relations with the manager and co-
workers (Saari and Judge, 2004). Organi-
sational commitment, i.e. the willingness
to maintain relations with the organisation,
results directly from employees’ depth of
belief in the organisation’s goals and readi-
ness to act on behalf of the organisation
(Mowday et al., 1978). Therefore, from the
perspective of the organisation, it is im-
portant for the employees to be aware of
the goals pursued by the organisation and
to recruit such employees who will iden-
tify with these goals. The literature review
conducted in the context of VSTR provides
initial information on what action should be
taken by the organisation to keep the em-
ployees in the organisation.

For employees from the IT sector, it is
important to develop a sense of accom-
plishment (Saraswathi, 2011). To ensure an
adequate level of employee development,
the employer should offer various training
programs to improve employees’ profes-
sional qualifications. It is also important
that the training is adjusted to employee
preferences and is conducted at a satis-
factory level. Another way to meet the em-
ployees’ need for development is to offer
fair and clear prospects of promotion and
job rotation within the organisation, aimed
at changing the employees’ responsibili-
ties so that they do not fall into a routine
(Taylor, 2002; Purohit, 2016).

Conclusions

The article raises a very important and
widespread problem of voluntary staff
turnover in the IT sector. The phenomenon
of voluntary staff turnover observed in the
IT sector has been partly explained by the
conducted research. It has been shown
that voluntary staff turnover negatively
affects job performance and also has
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anegative impact —as a moderator —on the
relationship between work motivation and
the job performance of employees from
the IT sector. This is a very important con-
clusion because it indicates that voluntary
staff turnover is a risk to employees from
he IT sector. It can therefore be concluded
that the identified research gap has been
partly, but also successfully, enriched by
the research undertaken; however, it can
yet be filled with more extensive empirical
data. The quantitative method chosen to
verify the results of the research has cer-
tain limitations. Additionally, the research
was conducted only on a limited group of
employees from the IT sector in Poland.
However, the main limitation of the re-
search is the fact that only a fragment of
the phenomenon has been examined. As
a consequence, the research does not
show how voluntary staff turnover can
have an impact on other factors which
strengthen the job performance of employ-
ees from the IT sector. It does, however,
provide the opportunity to further explore
the topic and conduct further research in
this area. Therefore, the results obtained
only allow for the initial verification of the
issue raised. For that reason, no binding
theories on voluntary staff turnover can
be created, but this is an interesting area
for further research. Despite numerous
research limitations, the indicated aim of
the article was achieved by the author. The
negative impact of voluntary staff turnover
on job performance was proved and the
moderating effect of this phenomenon on
the relationship between work motivation
and job performance was shown. The re-
sults of the research, as well as all limita-
tions indicated, can be the inspiration for
further exploration of the subject of volun-
tary staff turnover. While the research pro-
vides some information which is relevant
to personal management in the organisa-
tion, its limited scope may provide motiva-
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tion to explore the issue of voluntary staff
turnover and its impact on the function-
ing of the whole organisation more widely.
These results give a preliminary view of the
management of organisations that volun-
tary staff turnover should be treated as a
negative phenomenon that negatively af-
fects job performance. For that reason,
it necessitates reflection on how to keep
employees in the organisation so as to pre-
vent negative turnover phenomena among
employees from the IT sector.
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