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Abstract

The study aims to build an understanding regarding the effect of perceived justice, employee’s
empowerment and resistance to change over the turnover intentions among employees of the Pakistan
International Airlines Corporation. For the collection of primary data, structured questionnaire were
distributed to the sample size 391 of the total population 17000 of the airline spread over multiple cities of
Pakistan. Data was then analyzed using reliability and multiple regression analysis. Findings of the study
revealed that employee’s empowerment and perceived justice have a significant positive relationship with
turnover intentions of employees, while resistance to change or organizational change initiative showed
negative or no correlation with the employee’s turnover intentions. At the end of the study, future
implications and limitations are also provided, which can help in reduction of turnover intentions among
employees of various institutions in the long run.

Keywords: Perceived Organizational Justice, Employees Empowerment, Resistance to Change and
Turnover Intentions.

Introduction

The increasing trends of globalization has drastically transformed the way organizations operate, mange its
employees and respond towards the increasing competition among other peers in their relevant industries.
(Khan, 2018). Although, globalization has considerably contributed towards the development of social
infrastructure and progress of the corporate communities around the globe, but at the same time it has
integrated high diversity into the workforce of organizations, which in turn causes excessive turnover
intentions alongside of perceived organizational Justice, resistance to change and employees empowerment
with other several real challenges for the employees. (Loi and Foley, 2006) Therefore, these variables have
gained paramount importance in the career of employees to pursue growth oriented career with the
organization (Rai and Tripathi, 2017). With the help of this study turnover intentions can potentially be
reduce rather add up core benefits among employees to improve performance and establishing the work-
related attitudes among them (Khan, 2018). In order to achieve these objectives organizations, need to
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incorporate changes into their culture, rules and regulations, norms and procedures, so that high level of
independence could be exercised to have control and creativity in their work environment (Loi, Hang-Yue
and Foley, 2006). Employees need high level of independence to get assigned to some meaningful tasks on
which they can use initiatives and demonstrate their capabilities to their employers and other stakeholders.
Pakistan International Airline (P1A) was founded on October 23, 1946, but initially it was known as Orient
Airways, and its headquartered was located at Calcutta. The company was nationalized on January 10,
1955 and transformed into the Pakistan International Airlines Corporation. It was the first Airlines
Company in Asia to fly to Lockheed Super Constellation and the first Airline to fly to China with non-
communist background. The company also owns Sofitel Paris Scribe Hotel and The Roosevelt Hotel
(PIACL-Annual Report, 2014). The company has consistently reported losses since 2004, while recently
reported an annual loss of Rs. 45,240 million in 2016. Such a worst performance of the company is
attributed to its management and especially the unnecessary influence of the bureaucrats and politicians.
The excessive/unnecessary influence from the government, bureaucrats and politicians of the country has
considerably politicized the operations of the company, which in turn negatively affected the overall
attitude and performance of employees and therefore, the company is consistently reporting losses over a
decade. The government has been planning to privatize PIA since 2012, though it is not yet executed, but it
caused tension among employees and more than 3,000 employees of the company has resigned till 2015
(Khan, 2018). Moreover, apart from this, the prevalence of high politics in the organization negatively
affected the perceptions of employees regarding just and fair treatment from their executives, which is also
identified as the potential cause for high turnover intentions among employees.

Table 1: PIA statistics with respect to Revenues, Profit/loss and number of employees

Year Revenues (PKR in Million)  Profit/Loss (PKR in Million Employees (Ave)
2015 104,515 34,995 15000 approx
2014 113,780 34,006 16,000
2013 95,771 44,322 16,604
2012 97,438 33,844 17,439
2011 116,532 26,767 18,014
2010 107,532 20,785 18,019
2009 94,564 5,822 17,944
2008 88,863 36,169 18,036
2007 70,481 13,399 18,149
2006 70,587 12,763 18,282
2005 64,074 4,412 19,263
2004 57,788 2,307 19,634

Note: Table 1 PIA annual Report 2014

Employees having high level of independence or empowerment mostly receive just and fair treatment in
their organizations as compared to the already depressed employees because they have a better insight into
their rights and responsibilities (Kim, and Oh, 2015: Pathak, 2017). Studies have also evaluated that
empowering employee of an organization help in relieving their stress and decrease turnover intentions in
the long run. However, several past studies have been conducted over either examining the relationship
between turnover intentions among employees and organizational justice or employees empowerment and
turnover intentions or change initiative in an organization, but this study for the first time is examining the
relationship between all the four variables, like perceived justice, employee’s empowerment, organizational
change and employees turnover intentions (Hemdi and Nasurdin, 2007 and Peltokorpi, Allen and Froese,
2017). The main objective of this study is to empirically test the role of perceived organizational justice,
human empowerment and organizational change initiative over the level of turnover intentions among
employees in the publically owned airline company of Pakistan, i.e., the Pakistan International Airlines
(PI1A). PIA was selected for the completion of this study. This empirical study is therefore aimed to get an
insight into whether it is possible for an organization to retain such employees who need to have a
considerable level of independence and perceive that the performance appraisal system of their
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organization is just and fair, especially in context of Pakistan. More specifically, this study is aimed to
evaluate the impact of perceived justice, employee’s independence/ empowerment and organizational
change initiative over the level of employee’s turnover intentions in Pakistan International Airlines.

Study Objectives

i. To examine the association between Employees Empowerment has a and Employee’s Turnover
Intentions.

ii. To determine the relation between Perceived Justice and Employee’s Turnover Intentions.

iii. To determine the relation between Perceived Justice and Employee’s Turnover Intentions.

Theory and Hypotheses Development

Bernerth (2004) defined change as a painful workplace endeavor in which actual physical amendments
were made to the operational settings of an organization, going from a known and certain stage to an
uncertain and new level. However, Balogun and Hope Hailey (2008) considered change is vital for
organizational success, resistance to change has widely accepted by managers as a perceived behavior of
the employees of an organization who feel difficulty in accepting a change initiative. Schilling and
Steensma, (2001) have explored that resistance to change often result in a number of other issues among
which intentions to leave or turnover intentions is one of the common behaviors among employees. (Nawaz
etal., 2012).

Organizational commitment, perceived justice, job satisfaction and turnover intention are among those
behaviors that are frequently investigated from the perspective of resistance to change (Yucel, 2012). Dess
and Shaw (2001) explained turnover intention as an employee’s verdict to quit work/job in an organization.
The turnover intentions are divided into two categories: voluntary and involuntary.

In organizational change both types of turnover intentions are observed by researchers in previous studies.
In voluntary turnover, employees might quit working with an organization intentionally due to the
difficulty in keeping up with the changing environment.

While on the other hands, in involuntary turnover, an organization terminates some employees due to their
inability to perform certain tasks or due to downsizing of the organization. Despite the advancement of
technologies, the management of an organization is still unable to tell whether their employees are planning
to leave an organization or not. They are unable to know the reasons that could encourage them to plan to
leave an organization (Miller andShamsie, 1996). Organizational commitment and Job satisfaction was
positively correlated with each other but showed an inverse relationship with employee’s turnover
intentions (Ahmad and Rainyee, 2014

Literature Review
Employees Empowerment and Employee’s Turnover Intentions

Employee’s empowerment can affect the commitment of employees in a positive way and also helps the
management in reduction of overall turnover intentions in an organization. The psychological
empowerment of employees has been observed as positively correlated to the three main dimensions of
organizational commitment (Spreitzer, 1995).

Patrick and Laschinger (2006), and Liu et al., (2007) concluded in their studies that psychological

empowerment of employees due to fair practices of perceived justice could result in a positive relationship
with Affective commitment. They further identified that whenever employees observe that their
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participations have been valued by the management and there is a high level of alignment between their
personal/individual goals with the goals of their organization, they feel highly motivated and affectively
committed towards the employer and the organization as a whole. ). According to Williams and Hazer
(1986), Brockner et al., (1990) and Aquino et al., (1997) a diverse range of factors can influence
employee’s intention towards turnover, for example organizational commitment, job satisfaction, and
perceived fairness can reduce intentions to leave while job dissatisfaction, low employees’ power, and less
organizational fairness contributes highly towards intentions to leave. To control employee’s turnover
intentions, it is important for the management to understand the fundamental difference between
employee’s turnover and turnover intentions (Price, 2001).

Cotton and Tuttle (1986) has witnessed that turnover can be referred to the actual and countable rate or
numbers of employees, who already left the organization, while on other hand turnover intention is a
behavioral/implicit intention of an employee in which he/she plan to leave the organization soon.
Unfortunately, it is not possible to predict or know that when an employee plan to leave or when an
employee developed turnover intentions. Various human resource practices, organizational justice, and
psychological empowerment can help in controlling the turnover intentions of employees (Honold, 1997).

Many researchers including Spreitzer, (1995), Honold (1997), Liden et al., 2000), and Beal et al., (2006)
found an inverse relationship between employees’ empowerment and intention to leave, therefore, with a
high level of psychological empowerment, it has been observed that the turnover intention among
employees goes down. Similarly, the researchers have observed a positive correlation between employee’s
empowerment and job involvement because psychological empowerment makes an employee more
involved, engaged and committed towards his job and the organization as a whole (Laschinger, 2006).

H1: Employees Empowerment has a significant positive impact over Employee’s Turnover Intentions.
Perceived Justice and Employee’s Turnover Intentions

According to the study of Mohamed (2014) perceived justice is referred to the perceptions of employees
regarding the fairness of various procedures, interactions and continuances at the workplace.
Organizational justice or perceived organizational justice can be defined as the perception of employees
about the fairness of the procedures and behaviors of an organization. Studies have identified three major
types of perceived justice among employees of an organization, i.e., Distributive justice, Procedural justice,
and interactional justice (Yang, Mossholderand Peng, 2009). Mcdowal and Fletcher (2004) defined
distributive justice as the consequences of the reallocation of resources that the members of an organization
could receive (Mohamed, 2014). Perceived justice is a key factor and indicator to understand the behavior
of the people in an organization.

The individual behavior and future decisions of the members of an organization are highly dependent upon
the quality of organizational justice. Moreover, it was also evaluated that organizational justice is positively
correlated to job commitment and negatively correlated to employee’s turnover intentions (Landon, 1994).
Perceived justice indicated that fair treatment has a vital power to shape the attitudes of employees working
in an organization such as job commitment, turnover intention, job satisfaction, organizational citizenship
behavior, stress, trust, and job performance (Lambert, Hogan and Griffin, 2007; Cojuharenco and Patient,
2013). Perceived justice in an organization resulted in the development of trust and confidence between
various members (management and employees) of an organization that confidence and trust in-turns has
resulted in the development of high employee commitment (Hubbell and Chory-Assad, 2005). When
employees perceive that organizational justice is not implemented at their workplace, they lose confidence
and trust in their employer resulting in a lower level of employee commitment and higher level of turnover
intentions (Dess and Shaw, 2001).

H2: Perceived Justice has a significant positive impact over the Employee’s Turnover Intentions.
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Perceived Justice and Employee’s Turnover Intentions

Resistance to change is a common phenomenon that is widely observed by the management at various
organizations due to the perception of employees that they are unable to keep up with a change initiative.
Employees need to manage an ever-increasing number of changes inside the organization and atmosphere
they work in. This in-turn emphasizes upon the workers to adjust themselves with the internal and external
consequences related to the change initiative. Changes frequently incite resistance from workers and can
prompt the experience various emotions. It is essential to give high attention and importance to resistance
to change and the way workers control and shape their emotions, because both can importantly affect
business related outcomes, for example, organizational commitment, employee satisfaction and turnover
intentions (Laschinger, 2006; Cummings and Worley, 2009; Oreg, 2006). Employees of an organization
can build four types of emotions: cognitive distortion, Affection/emotion, turnover intentions, and
behavioral resistance. Cognitive distortion is defined as the negative perception of people about the various
events of life while these distortions or negative thoughts do not exist in reality. These are only the creation
of the minds of people and they consider them true due to which they experience a change in their
behavior. Cognitive distortion has a direct relationship with the turnover intentions and overall behavior of
the employees (Christian and Ellis, 2013). Affection/emotion can be defined as the feelings of employees
about the organizational change such as anger, surprise, joy etc. the emotions or affections of employees
are highly dependent upon the level of perceived justice and the strategies of the management regarding the
execution of change. Grief, anger, and surprise are the most common feelings that employees experience
during change. Individuals fail difficulty in accepting the change due to which they show high resistance
and develop negative behavior (Christian and Ellis, 2013). According to Ullah, Jaan and Qamar (2012), it
was evaluated that with the help of cognitive distortions and Affections/emotions, employees form a
specific type of behavior by showing specific physical actions. The behavior of the employees can be
positive or negative depending on their thoughts and emotions. They further concluded that when
employees develop pessimistic attitudes, they are more likely to quit their jobs because they have low
organizational commitment and low level of job satisfaction. All these factors are considerably inter-
connected and have high impact on the turnover intentions of employees. The level job satisfaction and
organizational commitment among employees is inversely correlated to the turnover intentions, which
means that whenever the level of job satisfaction and employee’s commitment is lower, the turnover
intention is higher and vice versa.

H3: Perceived Justice has a significant positive impact over the Employee’s Turnover Intentions.

Conceptual Model

Employes’s
Empowearment

Change
Intmtyve Resistance

Emplayee's
Turnover

Intensions

Figure-1.: Conceprual Model
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Methodology

The type of approach used for this study is causal or exploratory research approach. Exploratory approach
is used for the investigation of cause-and-effect relationship among various variables, i.e., it explores the
impact of one variable over another variable.

The main purpose of such study is to acquire evidence regarding the cause-and-effect relationships between
the given variables in the conceptual model. It has the ability to explain how changes in one variable can
cause some predictable changes in another variable (Rich, 2008).

This study is aimed to investigate the impact of organizational justice on turnover intentions with the help
of evaluation of other independent variables like employee’s empowerment and organizational change
initiative. Quantitative research design is adopted for the completion of this study, where the researcher
collected required information from the selected target participants through surveys, which are conducted
with the help of pre-structured questionnaires.

Sample

Employees of PIA are taken as the target population for this study, where each employee is taken as the
individual data source. Currently, there are about 17,000 employees in PIA, which is the proposed
population size for this study ("Home | Pakistan International Airlines", 2018). Employees of PIA have
been placed at different locations or regions of the country; therefore it is not possible for the researcher to
investigate the entire population, hence sampling approach is used, where sample size is calculated on the
basis of the given formula:

n=N/1+N*e?

Where n represents sample size, e represents error term, which is equal to 0.05 and N represents total
population that is 17,000 employees, hence:

n= 17,000/1+17000*0.05 = 390.8 or 391

Since, PIA has widespread operations in multiple cities of the country and due to considerable level of
diversity among the citizens of different regions/provinces of Pakistan; researcher has used stratified
random sampling as a sampling technique of this study. The population is divided into different strata on
the basis of cultural differences, i.e. a sample of 65 respondents was selected from Peshawar, 205 was
selected from Karachi, 85 was selected from Lahore, 25 was selected from Islamabad and 10 was selected
from Quietta.

Data Collection Instruments/Tools

Structured questionnaires were used for the collection of primary data from the participants of the study.
The questionnaire was comprised upon two sections, i.e. section A was related to the demographic and
personal evaluation of the participants, while section B comprised upon the variables of this study, which
are employee’s empowerment, employee’s turnover intentions, organizational change initiative and
perceived justice. Researcher has designed the questionnaire by adopting items of all the variables from
past research and used five point Likert scale ranging from (1=strongly agree to 5=strongly disagree) for
measuring responses of the participants.
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Table 1 Respondents Profile

Variable Category Frequency Percent Valid Cumulative
Percent Percentage
Gender Male 263 67.8 67.8 67.8
Female 127 32.2 32.2 100
Age 18-25 54 13.3 13.3 13.3
25-35 182 47.1 47.1 60.4
35-50 133 32.9 32.9 93.3
above 50 21 5.8 5.8 100
Education Iliterate 0 0 0 0
Level high school 165 42.3 42.3 42.3
graduates 183 46.9 46.9 89.2
postgraduates 42 10.8 10.8 100
Occupation Operational Level 48 12.3 12.3 12.3
Tactical Level 240 61.5 61.5 73.8
Strategic Level 102 26.1 26.1 100

Table 1: consist of personal or demographic information of respondents like gender, age, experience,
education and socio-economic status along with their frequencies and percentages. The above table shows
that more than half of the respondents were male, which shows that Pakistani culture and society is
dominated by the male segment. Similarly, the highest percentage of respondents with respect to age was
from 25-35 years and with respect to education level the highest numbers of respondents have done
graduation. Moreover, with respect to occupation, employees from tactical level participated considerably
in the research study.

Table: 2 Reliability Analyses

Items Scales Cronbach’s Alpha
Employee’s Turnover Intentions 6 0.885
Employee’s Empowerment 6 0.944
Perceived Justice 6 0.779
Organizational Change Initiative/Resistance 6 0.813

First of all, reliability of the measuring instrument was measured through Cronbach’s Alpha in combination
with the regression and descriptive statistics analysis. Multiple regression analysis was performed for
investigating the impact of the independent variables over the dependent variables. Cronbach’s Alpha is
used for reliability analysis in the following Table 2 of various items selected for the generation of
responses from the participants of this study. Items having more than 0.50 value of Cronbach’s Alpha are
considered as reliable of the execution of this study, while items having lower value are excluded from the
questionnaire. Cronbach’s Alpha of all the selected items was more than 0.50, which shows that all the
items are valid and reliable for the evaluation of the given study.

Table 3 Descriptive statistics analysis

Mean ~ Sandard PJ EE RC
Deviation
Perceived Justice 3.07 0.92
Employee’s Empowerment 2.68 0.90 292"
Rgs_lstfance to Change or Change 301 086 608"~ 367
Initiative
Employee’s Turnover intentions 3.03 0.83 3427 382" 0.020
*, Correlation is significant at the 0.05 level (2-tailed).
**_Correlation is significant at the 0.01 level (2-tailed).
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In order to evaluate the relationship between the independent variables and dependent variable, the
descriptive/inter variable correlation analysis is conducted in the above Table 3 which shows that
employee’s empowerment and perceived justice have significant impact over the employee’s turnover
intentions in an organization (p <0.01), thus supporting H1 and H3. The correlation analysis was conducted
for measuring the relationship between independent variables and dependent variables of the study, which
showed that organizational change initiative or change resistance has no or negative correlation with the
intentions of employees to quit their jobs. It is also confirmed by the findings of several past studies
because a change in organizational structure or culture could affect the level of commitment or overall
attitude of employees towards their job, but it would never take them to such an extreme decision or
quitting their job (Peltokorpi, Allen and Froese, 2017).

Table 4: Regression Analysis

Unstandardized
Coefficients Standardized Coefficients

B Std. Error Beta T Sig.
(Constant) 0.88 .183 4.850 .000
PJ 179 .038 .187 4.009 .000
EE .293 .073 .153 3.069 .002
RC .023 .041 .023 0.541 .001
Adjusted R Square = 0.443

In the above Table 4, Regression analysis aimed to find the best predictor variable for incorporation of
improvement and change in the organizational culture and structure. The analysis showed that Employee’s
Empowerment reported the highest level of § value of 0.293, which is followed by Perceived Justice with 3
value of 0.179. This analysis also showed a considerably weak correlation between the organizational
change initiative/change resistance and the employee’s turnover intentions. Being a public sector
organization PIA gives a considerable level of empowerment to its employees regarding taking and
implementation of their decisions according to their set of minds. Strategic management of the company
has established a philosophy of collaboratively working with both the tactical and operational level
employees in such a manner that the representatives of each group are always consulted before taking any
decision that could directly or indirectly affect their job or jurisdiction of authority. Similarly, there is a
considerable level of inter organizational politics within an organization and especially in the public sector
organizations of the country, therefore perceived justice could also play a vital role in managing the overall
attitudes of employees towards their jobs and especially in context of employee’s turnover intentions.
Findings of this study are also supported by a number of other past studies that are conducted by Pathak
and Srivastava, (2017); Sharoni et al.,, (2012); Aksoy and Yal¢insoy, (2017) and CHORDIYA,
SABHARWAL and GOODMAN, (2017), these studies also evaluated that whenever an employee feel that
he/she has been treated fairly and without any prejudice within the organization, they will feel motivated
and decrease their turnover intentions in the long run.

Conclusion

The main objective of this study was to evaluate the impact of perceived justice, employee’s empowerment
and organizational change initiative or resistance to change over the turnover intentions among employees
of the Pakistan International Airlines Limited. For the purpose of this study about 390 employees were
selected from the major five regions of the country including, Quetta, Lahore, Peshawar, Karachi and
Islamabad, so that a representative sample could be drawn. The researcher distributed pre-structured
questionnaires among the participants and collected their responses, which are then analyzed through the
SPSS analysis tool, whereas, the regression and correlation analysis was conducted and reliability of the
instruments were also checked to improve validity of the study. The results of this study evaluated that
employee’s empowerment and perceived justice has a significant positive correlation with the employee’s
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turnover intentions. Whereas, on the other hand organizational change initiative or resistance to change
exhibited negative or week correlation with the employee’s turnover intentions. Therefore, this study has
supported only two out of three hypotheses, while rejecting the hypothesis regarding the impact of change
initiative or resistance to change over the turnover intentions of employees in the Pakistan International
Airlines Corporation.

Limitations and Future Research

There is always a room for the improvement; therefore, this study has certain limitations that include: This
study was based upon cross-sectional approach because of having limited time period for its execution;
therefore, its evaluations could be limited to a single community or time period. Hence, it is necessary to
conduct a longitudinal study over investigation of the casual relationship among the variables more
adequately. The study has been conducted over a single organization and therefore, findings of the study
may vary if these variables are tested within the context of another organization (s), hence limiting its usage
in the future. However, it could provide a good starting point to the future researchers for execution of their
studies.
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