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Abstract

The Indian economy has been growing by leaps and bounds recently, with the service industry being the primary driver of this expansion. The
service economy is driven mostly by the IT and IT-enabled service sectors. These two markets have certain similarities, but there are also
important distinctions. And with so many women joining the workforce, diversity management in the workplace is facing new issues. High
levels of work satisfaction have been linked to increased output. The intention to leave the company is lower among devoted workers, according
to the research. In this research, we look at how participants' educational background and gender affect their levels of work satisfaction,
organizational commitment, and intention to leave their current positions. Convenience sampling was used to pick 313 participants from various
IT and ITES companies in Delhi's National Capital Region (NCR). The findings revealed that the IT group had greater levels of turnover intent
and poorer levels of work satisfaction and organizational commitment than the ITES group. The male group reported considerably greater levels
of work satisfaction and lower levels of desire to leave their current position than the female group. In addition, a rise in work fulfillment led to
greater dedication to the company. Finally, a combination of high work satisfaction and commitment to the company lowered employees'
likelihood of leaving. Future study directions are indicated, and the results are addressed in the context of employee expectations.
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Introduction

Job satisfaction and organizational commitment have an important bearing on turnover intent of an employee in theorganization.
Job satisfaction is one of the most researchedand critical issues in the field of organizational behaviour. A satisfied employee brings
positive affect and desirable work values leading to enhanced efficiency and product- ivity. Job satisfaction leads to lower
absenteeism and em- ployee turnover and also reduces hiring costs. There is evi-dence that increased satisfaction is related to
enhanced productivity (Gruneberg, 1979; Herzberg et al., 1959; Judge et al., 2001; Schultz, 1973; Spector, 1997). A pro- gressive
organization, therefore, regularly uses satisfaction index to take corrective measures. Job satisfaction is also related to
organizational commitment. Research indicates adefinite association between the two. Nonetheless, there isa divided opinion about
the causal relationship between them (Bateman and Strasser, 1984; Bluedorn, 1982; Dossettand Suszko, 1990; Farrell and Rusbult,
1981; Lance, 1991;Mowday et al., 1982; Vandenberg and Scarpello, 1990). Literature clearly indicates that turnover intent is an
out- come of job satisfaction and organizational commitment (Horn and Griffeth, 1995).

With the increasing women participation in the work- force, gender issues are now gaining greater salience. Organizational
sensitivity to gender issue is likely to have significant impact on the satisfaction of employees. This article examines the impact
of IT and ITES sectors and gender on job satisfaction, and organizational commitmentand turnover intent. It also explores the
impact of job satis-faction and job commitment on turnover intent.

The Indian IT-ITES Industries

While China has emerged as the factory of world, India is steadily but surely emerging as major hub of Information Technology.
The IT and ITES industries in India are in- creasingly being viewed as a growth engine of the Indian28 A  Study of  Job
Satisfaction, Organizational Commitment and Turnover Intent economy, contributing substantially to increase in the Gross Domestic Product
(GDP), urban employment and exports. As a proportion of national GDP, the sector rev- enues have grown from 1.2 per cent in
the financial year 1998 to an estimated 5.8 per cent in the financial year 2009.

According to the NASSCOM Indian IT-BPO Industry 2009 report, the Indian IT-BPO industry is estimated to achieve revenues
of US$ 71.7 billion in the financial year 2009, with the IT software and service industry accountingfor US$ 60 billion of revenues.
Furthermore, direct employ-ment in the sector will reach nearly 2.23 million, an addi- tion of 226,000 employees, while indirect
job creation is estimated to touch 8 million. This amounts to the net value-added by this sector, to the economy as 3.5-4.1 per cent
forthe financial year 2009. The sector’s share of total Indian exports (merchandise plus services) has increased signifi- cantly from
less than 4 per cent in 1998 to almost 16 per cent in 2008, creating employment and value addition to the national economy.
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Although the IT-ITES industries are somewhat similar,yet there are certain major differences in the level of peopleinterface,
professional demands and competence of theemployees. The IT sector is specifically more knowledge-oriented, may be 24117,
flexible, and requires relatively more creative solutions to the business issues. On the otherhand, the ITES sector is more service-
oriented, may be 24x7, rigid, stressful and relatively monotonous and repetitive.

In a nutshell, IT and ITES industries contribute signi- ficantly to the GDP and exports of India. They also conduceto greater
employment generation. They have some simi- larities but they differ with each other in significant ways.

Job Satisfaction

Locke (1976) defined job satisfaction as a pleasurable or positive emotional state, resulting from the appraisal of one’s job or job
experience. Job satisfaction is a result of employees’ perception of how well their job provides thosethings that are viewed as
important. In the same vein, Spector (1997) stated job satisfaction is ‘the extent to whichpeople like (satisfaction) or dislike
(dissatisfaction) their jobs’. According to Luthans (1998), job satisfaction is an emotional response to a job situation, which can
only be inferred, often determined by how well outcomes meet or exceed expectations. It represents several related attitudes which
are most important characteristics of a job about which people have an affective response. Such character- istics include the work
itself, pay, promotion opportunities,supervision and co-workers.Past research has focused on job satisfaction from a dis-positional
(Arvey et al., 1989; llies and Judge, 2003; Stawand Ross, 1985), situational (Hackman and Oldham, 1975;Loher et al., 1985), or
inter-actionist perspective. All per- spectives have received support in the literature. We have used situational perspective on job
satisfaction in the present study.

Gender and Job Satisfaction

Gilligan (1993) argued that job satisfaction is viewed dif- ferently by men and women. Campbell, Converse andRogers (1976)
stated that women have different expecta- tions with regard to work than men. An employee has higher or lower level of job
satisfaction because they havelower or higher expectations and greater or less ability to satisfy them. From this perspective, job
satisfaction is seento be an emational response resulting from the interaction of work rewards and work values. The greater the
per- ceived congruence between them, the greater would be thejob satisfaction; the greater the perceived discrepancy, theless the
satisfaction (Oshagbemi, 2000). Therefore, job satisfaction is seen by some people to be a function of what is expected and what
is received. Thus, if one expectslittle and gets little, one will be satisfied. At the same timeif one expects a lot and gets little, one
will be unsatisfied. The basic argument is that although women receive less from their jobs than men do, they have lower
expectationsand hence feel just as satisfied as men (Al-Ajmi, 2006; Kinman, 1998). It was revealed that careers were of cen- tral
importance to men but not as important to women (Kuhlen, 1963).

Studies indicating higher job satisfaction among womenargue that women, compared to men, have lower expecta- tions of the
benefits they could receive from the labour market (Clark, 1997). Bartol and Wortman (1975), Clark and Oswald (1996), Hodson
(1989) and Ward and Sloane (1998) found that women are more satisfied with their jobsthan men due to less travel time.

On the contrary, Sousa-Poza (2000) argued that in mostcountries, women are less satisfied; for example, the Turkishwomen
expressed less satisfaction with their pay and work-ing environment, while Kuwaiti women were less satisfiedbecause their culture
negatively affects women’s level of satisfaction. Hagan and Kay (1995) observed that female lawyers were more dissatisfied, the
primary reason ofwhich was lack of opportunity.

Women lawyers report similar job satisfaction as men lawyers. However, women lag behind men lawyers in ratesof partnership
and retention in firm setting (Hagan and Kay, 1995). They seem to be leaving law firm dispropor- tionately more than men (Epstein
et al., 1995) and are moreY.P.S. Kanwar, A.K. Singh and Amitabh Deo Kodwani. likely to change their jobs in the next two years
(Hagan andKay, 1995). Opportunities for women are limited by trad- itional gender stereotypes (Rhode, 2000), but even then they
are significantly more satisfied than men with the sub-stance of their work (Dinovitzer et al., 2004). According toMueller and
Wallace (1996), women in Canadian cities earn less, perceive fewer responsibilities and resources foradvancement and as a result
report more signs of depres- sion than men (Mirowsky and Ross, 1989). On the other hand, many reporters showed no significant
differencebetween the sexes in job satisfaction (Brush et al., 1987; Smith and Plant, 1982). According to Loscocco (1989), women
value extrinsic job characteristics more and some show the opposite. Neil and Snizek (1987) stated there wasno significant
difference between men and women in in- trinsic/extrinsic work orientations. In addition, Penley andHawkins (1980), Brush et
al. (1987) found that there was no significant difference in the level of satisfaction betweenmen and women and that gender played
no role in the levelof job satisfaction.

In summary, the relationship between gender and job satisfaction is inconclusive. Some studies show that men have greater job
satisfaction, while others demonstrate thatmen have lower job satisfaction. Additionally, some stud- ies indicate no difference on
job satisfaction between men and women. Consequently, there is a strong need to investigate the relationship between gender
and job satisfaction.
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Gender and Organizational Commitment

Organizational commitment refers to the strength of an individual’s identification with and involvement in a par- ticular
organization (Mowday et al., 1982). Mason (1995) pointed out that it is the degree to which employees believein and accept
organizational goals and desire to remain with the organization. Aven, Parker and McEvoy (1993) stated that gender and
commitment are unrelated; hence, there is no difference in the commitment of men andwomen towards organizations. Similarly,
Savincki, Cooleyand Gjesvold (2003) affirmed that men and women do notdiffer on organizational commitment and both are
equally satisfied with the company policies. Nonetheless, as men and women experience different socio-psychological reali-ties
at the workplace, they are likely to differ significantlyin their organizational commitment.

Gender and Employee Turnover

In a human resource context, turnover is the rate at which an employer gains and loses employees. Simple ways to describe it
are ‘how long employees tend to stay’ or ‘the rate of traffic through the revolving door’. Turnover intentis an employee’s conviction
to leave his organization. Turn-over intent generally results in actual turnover. High turn- over can be harmful to a company’s
productivity if skilledworkers regularly leave the organization and the workers population contains a high percentage of novice
workers. In addition, the employees who remain in the organizationalso experience lower satisfaction owing to turnover of their
colleagues.

Epstein et al. (1995) stated that women seem to leave the firm disproportionately more than men. The main rea- son behind
such a trend would be lower job satisfaction ofwomen compared to that of men. Moreover, women were employed in low level
services. Further Johnson and Stafford (1974) and Farber (1977) found that women wereless likely to achieve given targets. Spurr
(1990) gave the reason of women’s dissatisfaction as the difference betweenemployment and promotion experience of male and
femalelawyers. Being female strongly reduced the probability of partnership and increased the exit rates. It seems that women
have to work hard to strike a balance between workand life. They probably cannot devote extra time at work. As a result, they get
adverse treatment at the workplace.

Job Satisfaction, Organizational Commitment and Turnover Intent

Horn and Griffeth (1995) and Maertz and Campion (1998)provide the comprehensive summaries of various theor- etical
frameworks of turnover. Past investigations have shown that job satisfaction and organizational commitmentare the antecedents of
turnover intent (Horn and Griffeth, 1995).

There are numerous investigations that have studied therelationship between job satisfaction and organizational commitment
(Currivan, 1999). The nature of the causal relationship between job satisfaction and organization commitment is an issue that has
not been resolved. The predominant view is that job satisfaction is an antecedent to organizational commitment (Lincoln and
Kalleberg, 1990; Mowday et al., 1982, Mueller et al., 1994; Williamsand Hazer, 1986). There is also some support for the reverse
causal ordering, organizational commitment as an anteced-ent of job satisfaction (Vandenberg and Lance, 1992). A recent meta-
analysis on turnover research indicates that organizational commitment predicts turnover better than job satisfaction (Griffeth et
al., 2000). These findings sug-gest that job satisfaction may be a more distal variable of turnover intent than organizational
commitment. Based onthis finding from the meta-analysis and the dominant viewin the satisfaction-commitment research, we
propose that30 A Study of Job Satisfaction, Organizational Commitment and Turnover Intent

job satisfaction is an antecedent of organizational commit-ment which, in turn, is turnover intent’s antecedent.

Obijectives of the Studyand Hypotheses

In the light of above review of literature and the issues raised, the objectives of the present study are to compare job satisfaction,
organizational commitment and turnover intent, between the IT and ITES sectors and male and female groups, and to examine
the impact of job satisfac- tion and organizational commitment on turnover intent.

Job satisfaction and organizational commitment are im-portant both for the employees and organizations. A satis-fied employee
demonstrates greater commitment and this leads to lower turnover of the employees. Men generally have work as a central theme
in their lives. They achieve asense of satisfaction when they do well on the job and IT Graduate/Post Graduate/MBA, while
for the ITES groupthe average work experience was 4.20 years and qualifica-tions were mostly Graduate/Post Graduate.

Measures

The shortened version of job satisfaction scale developed by Brayfield and Rothe (1951) was used to measure job satisfaction.
The organizational commitment inventory,having nine-item version, developed by Porter et al. (1974)and the turnover intent
inventory, consisting of 3 items, developed by Thacher, Stepina and Boyle (2002-2003) were used. The respondents were asked
to rate different items using a 6-point Likert type scale where 6 indicated ‘Strongly Agree’ while 1 represented ‘Strongly
Disagree’.Cronbach alphas for different scales are presented in Table 1. All scales had high level of internal consistency.
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Table 1. Cronbach Alphas for Different Scales (N _1313)

progress in their careers. They thus get over-involved with

work. Finally, the IT sector employees have better job con-ditions, higher compensation and more recognition at the

Scale CronbachAlpha Numberof Items workplace. On the other hand, the ITES sector employees have odd working hours, more
pressure from customers, and lesser flexibility. Based on these observations andtheoretical underpinnings, the following
hypotheses are proposed:

HZ1: IT group will have higher job satisfaction and organi- zational commitment and lesser turnover intent compared to ITES
group.

H2: Male group will have greater job satisfaction and organi-zational commitment and lesser turnover intent compared to female
group.

H3: Job Satisfaction will increase organizational commitment.H4: Organizational commitment will decrease turnover intent. H5:
Job satisfaction will decrease turnover intent.

Method

Sample

The respondents were selected using convenience sam- pling from six different organizations of the IT and ITES industries, hailing
from the National Capital Region, Delhi,

Job Satisfaction 0.71 6
Organizational Commitment 0.82 9
Turnover Intent 0.85 3

Source: Authors’ own.

Results

Various statistical analyses were performed to test the dif-ferent hypotheses. The results of the study are presented inthree sub-
sections. The first section shows t-test results. The second section describes correlation results, while thethird section presents
regression results.

T-test Results
Table 2 reveals that IT and ITES groups significantly dif- fered on all the three dimensions, i.e., job satisfaction, organizational
commitment and turnover intent. The ITESgroup was significantly higher than the IT group on job

Table 2. Comparison of IT and ITES Groups on DifferentVariables
India. The total respondents from both the sectors were
313, including 218 male and 95 female respondents. The number of respondents in the IT group was 191, including153 male and
38 female respondents. The total number of VariablesSector

IT(NT191) ITES(N ] 122)

Mean S.D. Mean S.D.
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t-value
respondents from the ITES group was 122, including 65 male and 57 female respondents.

The average age of all the respondents was 28.53 years.It was 29.95 years for the IT group and 26.30 years for thel TES group.
The average work experience of the IT groupwas 6.80 years and their qualifications were generally

Job Satisfaction 2255 428 2431 578 -3.100 !

Organizational ~ 36.40 8.10 4225 9.28 -5.89L -
Commitment

Turnover Intent 940 331 804 461 3.04L

Source: Authors’ own.
Note: ——p 0.0L

Vision, 16, 1 (2012): 27-35
satisfaction and organizational commitment and lower on turnover intent. Thus, Hypothesis 1 is not accepted.

Table 3 shows the comparison of male and femalegroups on different variables. The male respondents were significantly higher
on job satisfaction and turnover intentcompared to the female respondents. However, there isno significant difference on
organizational commitment between the two groups. Hypothesis 2 is therefore partiallyaccepted.

Correlation Results

Table 4 shows the relationships among job satisfaction, organizational commitment and turnover intent. The rela- tionship between
job satisfaction and organizational com- mitment was positive, indicating that greater the job satis-faction, greater would be the
organizational commitment.However, job satisfaction and organizational commitmentwere negatively related to turnover intent,
thus an increasein job satisfaction and organizational commitment leads tolower turnover. The pattern of relationships was similar
forthe IT and ITES sectors (see Tables 4, 5 and 6). Thus, Hypotheses 3, 4 and 5 are accepted.

Regression Results

Stepwise regression was performed to establish the rela- tionship of job satisfaction, organizational commitmentwith turnover
intent for the total sample (N LJ 313). Table 7shows that organizational commitment entered the equa- tion explaining 22.3 per
cent of the variance, while both organizational commitment and job satisfaction together explained 25.7 per cent of the variance
in turnover intent.

Table 3: Comparison of Male and Female Groups on Different Variables

Sex

Variables

Male (N 1 218) Female (N 1 95)

Mean S.D. Mean S.D. t-value
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Job Satisfaction 23.64 4.81 22.30 5.27 2.20
Organizational Commitment 38.86 8.42 38.26 10.31 0.54
Turnover Intent 8.48 3.64 9.78 4.39 -
27311
Source: Authors’ own.
Note: —p L10.05, —Jp 10.01.

Table 4. Inter-variable Correlations among Different Variables for the Total Sample (N LJ 313)
Varlames—uleb—Saﬂs#aeHeﬂ—efgaﬁ&aMH&Feemmﬁmeﬁt—mmeveHm%ent

Job Satisfaction

Organizational Commitment 0.58- ' -

Turnover Intent -0.431L —-0.48L —
Source: Authors’ own.

Note: b Zo0.0L

Table 5. Inter-variable Correlations among Different Variables for the IT Sector (N 1 191)
Varlauee—.]eb%aﬂs#aeaeﬁ—efgaﬁ&afmmkeemmﬁmem—ﬁwﬁever—m{ent

Job Satisfaction

Organizational Commitment 0.66/ ! -

Turnover Intent —0.24L ] 04110 —
Source: Authors’ own.

Note: ~“p _o00L

Table 6. Inter-variable Correlations among Different Variables for the ITES Sector (N [J 122)

Varlames—\]eb%&ﬂs#ae&efn—efgaﬁ&afmﬁkeemmmeﬁ{—ﬁmeveHHent

Job Satisfaction

Organizational Commitment 0.47 11" -

Turnover Intent -0.56JC —-0.500C —
Source: Authors’ own.

Note: L [p<0.01.

Vision, 16, 1 (2012): 27-35
32 A Study of Job Satisfaction, Organizational Commitment and Turnover Intent

Table 7. Organizational Commitment and Job Satisfaction as Predictors of Turnover Intent for the Total Sample (N — 313)

Model Variables Adjusted R Square Beta Value Standardized t-value F-value
Organizational Commitment 0.22 -0.48 -9.521L 90.70L 1
Organizational Commitment 0.26 —-0.34 —5.65 94,9501
Job satisfaction -0.23 -3.89 11"

Source: Authors’ own.
Note:  p —0.0L
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Discussion and Conclusion

The study clearly shows that there is a positive associationbetween job satisfaction and organizational commitment
inboth IT and ITES sectors. It demonstrates that a satisfied employee will demonstrate greater commitment to the
organization. Further, both factors are negatively related toturnover intent. This is in consonance with previous
find- ings which have reported that job satisfaction is negativelyrelated to turnover intention (Currivan, 1999;
Griffeth et al., 2000) and organizational commitment is negatively re-lated to intention to quit (Horn and Griffith,
1995; Mathieuand Zajac, 1990; Mowday et al., 1982). Organizationstherefore need to take steps to ensure
enhancement of job satisfaction and organizational commitment to retain their employees.

A comparison of the two sectors, i.e., IT and ITES showsthat job satisfaction and organizational commitment in
thel TES sector are significantly higher compared to the IT sector, hence resulting in higher turnover in the IT
sector relatively. Thus our Hypothesis 1 is rejected. Such phe- nomenon can be understood in terms of the reality
of the ITsector which is highly competitive and where the projects are time bound. The employees in the IT sector
are highly qualified and expectations are high compared to the ITES sector which requires monotonous repetitive
functions to be executed day after day, and the qualification levels beingrelatively low and hence expectations. The
IT sector may have much higher expectations from their organizations. When those expectations are not met, they
experiencelower job satisfaction and exhibit lower organizationalcommitment.

In the ITES sector, the Front Line Employees (FLES) arethe principle interface between service providers and

cus- tomers in many firms. They play a significant role in influ-encing customer satisfaction (Malhotra and
Mukherjee, 2004; Mukherjee and Malhotra, 2006). The role demands routine, scripted interactions that are
continuously andautomatically distributed to them by the technology. Theseinteractions occur under an extreme
emotional demand of reconciling the need to maintain a friendly manner with customers (Holman, 2003; Mahesh
and Kasturi, 2006;Siong et al., 2006) with the strict job demands of meeting call centre quotas (e.g., frequency
and duration of calls).
Such conditions generate highly demanding, repetitive andstressful work environment. Thus, one can argue that
job satisfaction and organizational commitment are more influ-enced by perceptions and interpretations than by
objectiveconditions. Individuals with tougher and more taxing con-ditions may not be adversely affected by them.
Itis also a plausible explanation that organizations prepare the ITES employees well to cope with rigid, demanding
and stress- ful situations. They are trained to face such situations withpoise and emotional stability. So they are not
overwhelmedand are thus satisfied. Another equally plausible explana- tion for this phenomenon is that the two
groups might havetotally different reference groups for comparison. The IT group may compare itself against a
managerial group,while the ITES group may compare itself against a low skill, low salary group. Future research
needs to examine these theoretical possibilities and take steps to decipherthe underlying dynamics of job
satisfaction and organiza- tional commitment amongst the employees of IT and ITESsectors.

The study also shows that male employees are more sat-isfied compared to their female counterparts. Thus our
Hypothesis 2 is accepted. The female employees with fam-ily responsibilities, conflicting roles, mobility
constraints, etc., do find it difficult to manage the family and job re- sponsibilities together, leading to lower
satisfaction and hence, they might have higher turnover intent. Work-life balance is certainly more important for
women than for men. Although family structure, sex roles and societal ex- pectations are undergoing important
changes, still women have the primary responsibility for family and the upbring-ing of children in the Indian
society. Family friendly poli- cies are likely to enhance job satisfaction among employ- ees, especially among
women employees. There is evidenceto show that family friendly policies increase job satisfac- tion and decrease
turnover intent (Bilal et al., 2010).

Regression analysis reveals that while job satisfaction and organizational commitment do contribute to turnover
intent, the latter is the dominant factor. This is in line withthe literature on turnover research (Griffeth et al., 2000)
which states that organizational commitment predicts turn-over better than job satisfaction.

The present study has implications for the developmentof management systems to monitor the satisfaction
andY.P.S. Kanwar, A.K. Singh and Amitabh Deo Kodwani
commitment of employees. This can be done through a variety of measures, such as satisfaction index, climate sur-
vey and exit interview. Line managers should be rewardedfor creating satisfying and empowering people at the
work-place. Effective line managers know well that they are required to work on task accomplishment and people
satis-faction simultaneously. They cannot afford to achieve oneat the cost of the other.

The future research should examine our hypothetical model in other industries such as banking, retail and manu-
facturing. Age is an important factor that needs further investigation to comprehend the relationship of job satis-
faction and organizational commitment with turnover intent. Organizational and personal antecedents of job sat-
isfaction and organizational commitment also need to be understood. The dynamic nature of job satisfaction and
organizational commitment and their impact on turnover intent needs longitudinal enquiry. Such understanding
willassist line managers as well as HR managers in monitor- ing and managing job satisfaction and organizational
commitment.
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