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Abstract: Universities play a pivotal role in any country’s economic development goal by 

creating the required human capital, generating and preserving knowledge, and by offering 

technical advisory services to businesses and communities. Effective and efficient performance of 

this role depends largely on the quantity and quality of their satisfied and committed academic 

staff. Universities in Africa, Tanzania in particular, are suffering from low academic staff 

capacity. Yet such low capacity is further threatened by high rates of turnover. To manage this 

threat, universities need to manage not only the turnover of their academic staff but also their 

turnover intentions. Turnover intentions are the best predictor of actual turnover.  Managing this 

threat requires among other things, an understanding of the predictors of turnover intentions. 

The purpose of this study was to analyze the relationship between two job attitudes (job 

satisfaction and affective commitment) and the behavioural outcome of turnover intentions. Data 

was collected through a survey administered on 300 academicians conveniently selected from 

five public universities in Tanzania and analysed through descriptive statistics, multiple 

regression analysis, and the Hayes’ Process Tool v.3.4.1. Both job satisfaction and affective 

commitment statistically negatively predicted turnover intentions, even after controlling for the 

influence of tenure and education qualifications. Affective commitment significantly but partially 

mediated the job satisfaction – turnover intentions relationship. It is therefore recommended that 

universities should have in place work systems that are pro-job satisfaction to reduce turnover 

intentions among the academicians. Moreover, coupling these efforts with measures capable of 

enhancing affective commitment adds value in managing turnover intentions. 
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Introduction 
Universities play a pivotal role in any country’s socio-economic development through their key 

functions of teaching and learning, research, and consultancy. However, universities’ excellence 

in accomplishing this role largely depends on the quality and quantity of their academic staff. 

The reality on the ground is that the number of academic staff in many African universities, and 

Tanzania in particular, has been shown empirically to be quite inadequate (Bisaso, 2017; 

Nyahongo, 2015; Tettey, 2010; URT, 2010). Part of this inadequacy has been blamed on 

academic staff turnover, particularly voluntary turnover. For example, the turnover rate of 

academicians in South Africa has been reported to be in the range of 5 to 18 percent (Pienaar and 

Bester, 2008). In Uganda, 160 out of 1502 left Makerere University in one year – 2011-2012 

(Bisaso 2017). The situation in Tanzania is not any better. Nyahongo (2015), for example, 

reported that 102 out of 840 academicians left the University of Dodoma between 2009 and 

2013. Yet another study by Mkumbo (2014) reported the proportion of academicians reporting 

their desire to leave their job for alternative careers to be at 34.8 percent at St John's University, 

39.3 percent at Tumaini University, 39.1 percent at University of Dodoma and 45.5 percent at 

University of Dar es Salaam. Among the reasons given in the study included the rise in workload 

and work stress coupled with reduced work autonomy.  

Employee turnover is a behavioural outcome that threatens the sustainability of organizations 

including universities. It challenges human resource managers in their quest to contribute to 

organization performance (Davidson et al., 2010). Turnover rates in organizations, particularly in 
universities, negatively affect service quality and productivity (human capital development and 

knowledge creation), due to loss of knowledge and technical skills. Research has identified five 

costs associated with employees’ turnover. These include, but not limited to, pre-departure costs 

such as severance costs, recruitment costs, selection, orientation and training costs, and 

productivity loss costs (Tracey and Hinkin, 2008; Weisberg and Kirschenbaum, 1991). 

Aldhuwaihi et al. (2012) add to the list, the costs associated with disruption of working teams, 

knowledge loss, loss of motivation/morale by the remaining employees, as well as the 

individual’s costs associated with loss of seniority and disruption of social life.   

For universities, the costs include excessive workload, administrative time to re-schedule 

lectures and tutorials, the opportunity cost of the time spent on additional classes (e.g. in the 

form of research and consultancy income lost), and the costs associated with obtaining approvals 

to hire new staff. Besides, Lambert and Hogan (2009) point out the cost associated with the loss 

of social networks and loss of quality of services. The institutions’ reputation is also likely to 

suffer as the public may view the rate of academicians’ turnover as a sign of a bad organization. 

Conversely, employees’ turnover could be a positive organisational outcome as it allows the 

organisation to hire new, but more trained and talented employees to replace those who left. Luz 

et al. (2018) point out more positive outcomes as oxygenation of the organization, reduction of 

conflicts, increased internal mobility, and stimulation of innovation. 

The aforementioned negative and positive outcomes of turnover, call for optimal management, 

not only of the level but also of the antecedents of turnover intentions to ensure the levels are 
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appropriate and the negative consequences are minimized (Phillips and Connell, 2003). Several 

past studies linked turnover intentions to job attitudes as their possible antecedents. Some 

examined job satisfaction (e.g. Masum et al., 2016), and others examined organizational 

commitment (e.g. Jonathan, Thibeli, and Darroux, 2013). Yet other studies examined both job 

attitudes (e.g. Kanwar et al., 2018 and Luz et al., 2018). Also, some examined the link between 

job satisfaction and organizational commitment (Jonathan, Darroux, and Massele, 2013; 

Jonathan, Darroux, and Thibeli, 2013). The results, however, are not entirely consistent.  

Investigation of these two job attitudes in Tanzania as predictors of turnover intentions is 

lagging. The few studies on the job satisfaction – turnover intentions link cover the education, 
health and banking sectors (Amani and Komba, 2016; Jonathan Thibeli and Darroux, 2013; 

Blaauw et al., 2013; Ngatuni and Matolo, 2018). Although they all consistently reported a 

negative and significant effect of job satisfaction on turnover intentions, only Amani and 

Komba’s study examined university academic staff. Overall, none of them looked at the two job 

attitudes together as predictors of turnover intentions. The job satisfaction – organizational 

commitment link is examined by Jonathan, Darroux, and Massele, 2013; Jonathan, Darroux, and 

Thibeli, 2013) and both studies reported a significant positive relationship. Amani and Komba 

(2016), Blaauw et al. (2013) and Ngatuni and Matolo (2018) on the other hand, examined the 

link between job satisfaction and turnover intentions and reported a significant negative 

relationship. According to Field (2018), when there are three variables, A, B and C, with A 

affecting B and C and at the same time B affecting C, a fertile avenue for possible mediation is 

presented. The results summarized here suggest that job satisfaction affects both organizational 

commitment and turnover intentions, and at the same time organizational commitment affects 

turnover intentions. This situation suggests a possible mediation of organizational commitment 

in the job satisfaction-turnover intentions relationship. However, this possibility has not been 

investigated in Tanzania. 

This study, therefore, analysed the relationships among academicians’ job attitudes of job 

satisfaction, and organizational affective commitment as well as the outcome of intention to 

leave their respective universities. The objective being to determine whether the academicians’ 

level of turnover intentions is predicted by the two job attitudes of job satisfaction and 

organizational commitment. Besides, the study assessed whether the effect of job satisfaction on 

turnover intentions is mediated by organizational commitment. Lastly, the study established 

whether job satisfaction and organizational affective commitment have a unique effect on the 

turnover intentions after controlling for the effect of tenure and educational qualifications, the 

two demographic variables believed to shape academicians desire to quit, as suggested by the 

side bets theory (Becker, 1960) 

The study borrowed a leaf from the social exchange theory (Blau, 1964; Homans, 1958) to 

achieve its objectives. According to this theory, there exists a reciprocal relationship between 

two parties, which create obligations in response to the beneficial acts of the other part. The 

study argues that the academicians’ turnover intentions may reduce and affection increase as a 

reciprocal response to the satisfaction they draw from the job and the university (employer). That 

is, when academicians feel that their university is engaged actively in policies and human 

resource management practices that give them satisfaction with their job, they may feel obligated 
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to reciprocate that treatment. Among the ways in which they may do so is by committing 

emotionally and affectionately to the university, which in turn lowers their intentions to leave the 

university. This happens because the reciprocal exchanges between them and their employer are 

important components of the social exchange. Besides, the training and development of 

academicians take heavy investment in terms of time, energy and money. This coupled with 

some attitude outside the university community that a doctoral qualification is more fitting for 

university teaching, makes the turnover decision difficult, not because of satisfaction with the job 

but because of the value of the potential losses (side bets) the academicians may suffer should 

they decide to leave their university’s academic post. Thus, Becker’s (1960) side bets theory is 
also brought in to assess the effect of tenure and education qualifications first as predictors of 

turnover intentions and secondly as control variables, so that the unique contribution of job 

satisfaction and affective commitment is estimated free of the influence of these two 

demographics. 

The study contributes to the turnover intentions’ literature in higher education in several ways. It 

contributes empirical evidence from a frontier market on (i) the job attitudes of job satisfaction 

and organizations commitment as predictors of turnover intentions (ii) organizational 

commitment as a mediator in the relationship between job satisfaction and turnover intentions; 

and (iii) unique contribution of the two job attitudes (job satisfaction and organizational 

commitment) after controlling for the influence of tenure and educational qualification. In doing 

these, the study also contributes evidence in support of the social exchange and side bets 

theories.  

 

Literature Review 
This section reviews theory and previous research on job attitudes (job satisfaction and 

organizational commitment) – turnover intentions relationship, and end up developing seven (7) 

hypotheses to test. A conceptual framework pictorially portraying those hypotheses is also 

presented. The results of the review are also used to benchmark the study’s findings to highlight 

its contributions. It begins with conceptual definitions. 

Turnover Intentions 

Turnover has been defined in the literature as the willingness of an employee to leave the 

organization and move to another organization. It can be viewed as a two-sided sword (Ekhsan, 

2019) – as a withdrawal behaviour but also as an individual’s right of choice. Both views are what 

Price and Mueller (1986) refer to as voluntary turnover – an employee’s choice to leave the job or 

the organization. The other type is the involuntary turnover which refers to an employee’s 

removal from his job by the employer. Irrespective of the type, turnover has potential direct and 

indirect cost consequences, as well as some positive benefits to the organization. For a good 

discussion of these consequences of turnover, Weisberg and Kirshenbaum (1991), Maertz and 

Campion (1998), Lambert and Hogan (2009), and Luz et al. (2018) are good reads. However, 

research for many years focused on turnover intentions than the actual turnover behaviour, the 

advice of which can be traced as far back as to the works of Dalession et al. (1986: 261) and 
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Steele and Ovalle (1984). These two studies have shown turnover intentions as the best predictor 

of actual turnover, drawing from Fishbain and Ajzen’s (1975) theory of reasoned action. The 

theory suggests that the best single predictor of an individual’s behaviour is the individuals’ 

intention to perform the behaviour in question. Turnover intentions refer to the cognitive process 

of thinking of quitting, planning on leaving a job, and the desire to leave the job (Mobley et al., 

1979). Turnover intentions are preferred over the actual turnover for their benefits to 

organizational managers. Not only turnover intentions are easy to measure but they can also be 

measured more accurately. In addition, understanding the level of turnover intentions among 

employees is beneficial because it is possible to influence the minds of the employees before they 
leave than when they have already left the organization. Martz et al. (2013) note that turnover 

intent is undesirable even if it does not culminate into actual turnover because persons who desire 

to leave are often less likely to contribute meaningfully to the organization than those who don’t. 

This study, therefore, focused on academicians’ intentions to leave their universities – turnover 

intentions. 

Organizational Commitment 

Organisational commitment is defined as “the strength of an individual’s identification with, and 

involvement in, a particular organisation” (Porter et al., 1974, p. 604). It has three dimensions 

suggested and defined by Meyer and Allen (1991) as follows: (i) Affective commitment which is 

defined as the state in which an employee wants to stay with an organisation as a result of the 

“emotional attachment to, identification with, and involvement in, the organisation”; (ii) 

Continuance commitment - the feeling of being “stuck” leading to a decision to stay with an 

organisation because it is too costly to leave; and (iii) Normative commitment - the feeling of a 

moral obligation to remain with the organisation.  

Researchers and practitioners alike have developed an interest in understanding the antecedents 

of organisational commitment and its dimensions because of its linkage to key organisational 

outcomes, including employee turnover intentions (Chughtai and Zafar, 2006; Jonathan et al., 

2013). The present study focused on the affective commitment dimension because, in academics, 

academicians develop affection and emotional attachment to their university jobs as well as the 

university itself: especially the longer they stay and the higher the academic credentials they 

attain. The choice of affective commitment was also due to its dominance in the organizational 

commitment literature (Jaros, 1993).  

Job Satisfaction 

Locke (1969) defines job satisfaction as “the pleasurable emotional state resulting from the 

appraisal of one’s job as achieving or facilitating one’s job values” and job dissatisfaction as the 

unpleasurable emotional state resulting from the appraisal of one’s job as frustrating or blocking 

the attainment of one’s job values” (p.317).  Satisfaction, therefore, is achieved when employees 

strike an evaluative balance between their expectations from a job and what that job offers them. 

A satisfied employee is expected to develop positive attitudes and to bring desirable work values 

into the organization, which in turn leads to enhanced efficiency and productivity (Kanwar et al., 

2018). In addition, job satisfaction has been viewed as an important job attitude because of its 
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consequences in the organization such as lower turnover intentions, lower absenteeism, and 

higher organizational commitment, to mention a few.  

Relationship Between Job Satisfaction, Affective Commitment and Turnover Intentions 

The job satisfaction-turnover intentions link has attracted more research than the other two links 

i.e. job satisfaction – organizational commitment and organizational commitment – turnover 

intentions. On the first link, Hellman’s (1997) meta-analytic study reported that the relationship 

between job satisfaction and intent-to-leave was consistently negative. Subsequent studies (Abu 

Raddaha et al., 2012; Masum et al., 2016) reported similar results. On the other hand, studies on 

the job satisfaction - organizational commitment (Chordiya et al., 2017; Gunlu et al., 2010; 
Markovits et al., 2010; Oztuck et al., 2014; Saridakis et al., 2018), reported a consistently 

positive and significant relationship between job satisfaction and organizational commitment.  

On the organizational commitment – turnover intentions link, Addae et al. (2006) and Mohamed 

et al. (2006) reported consistent results showing that affective organizational commitment 

statistically significantly negatively impacted on turnover intentions. These results are therefore 

consistent with the notion that committed employees are less likely to leave the organization than 

those who are not (Meyer et al., 2002) 

In Tanzania, several studies have examined the job satisfaction - turnover intentions link (Amani 

and Komba, 2016; Blaauw et al., 2013; Jonathan, Thibeli and Darroux, 2013; Ngatuni and 

Matolo, 2018). While only Amani and Komba examined the link in universities, the rest 

examined it on samples of nurses, secondary school teachers, and bankers, respectively. 

However, they all reported negative and significant effects of job satisfaction on employees’ 

turnover intentions. Also, several other studies examined the link between job satisfaction and 

organizational commitment (Jonathan, Darroux, and Massele, 2013; Jonathan, Darroux, and 

Thibeli, 2013). Both were based on a sample of secondary school teachers and reported a 

positive and significant effect of job satisfaction (intrinsic and extrinsic) on organizational 

commitment, the extrinsic job satisfaction being the strongest predictor of organizational 

commitment. Hokororo and Michael (2019) on the other hand examined intention to stay (the 

opposite of intentions to leave) of universities academic staff but linked it to job embeddedness. 

Therefore, an examination of the link between organizational commitment and turnover 

intentions in Tanzania lagged, and so are the studies examining the relationship between the 

three variables, including the mediation possibilities. 

Studies elsewhere (Kanwar et al., 2018; Lambert 2006; Luz et al. 2018; Tnay et al. 2013; Tubay, 

2019), examined the relationship among job satisfaction, organizational commitment and 

turnover intentions, to determine whether job satisfaction and organizational commitment 

predicted turnover intentions. Industries covered include ICT, manufacturing industry, 

accounting professional, hotels, correctional facilities staff, and so on, and in countries like 

Brazil, Philippines, Indonesia, Malaysia, India and US. Overall, the empirical evidence shows 

that both job satisfaction and organizational commitment significantly negatively predicted 

turnover intentions. One exception is Tnay et al. (2013) who reported an insignificant effect of 

organizational commitment. Moreover, the results of a meta-analysis study, by Griffeth et al. 

(2000), suggest that organizational commitment predicts turnover intentions better than job 

satisfaction does. This relative position of organizational commitment as the strongest predictor 
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of turnover intentions is subsequently supported by such studies as Kanwar et al. (2018), 

Lambert and Hogan (2009) and Luz et al. (2018). The only exception is Lambert (2006) who 

reported the converse. Kanwar et al. (2018) argue that job satisfaction may be a more distal 

variable of turnover intent than organizational commitment proposing that job satisfaction would 

affect organizational commitment first, which in turn will affect turnover intentions. They argue 

that satisfied employees will demonstrate greater commitment and this commitment will then 

lead to reduced turnover intentions.  According to Field (2018), the aforementioned evidence 

presents an avenue for mediation. Also, other studies (e.g. Lambert and Hogan, 2009) have 

suggested that organizational commitment takes longer to develop than job satisfaction, despite 
the unresolved debate about the causality of job satisfaction – organizational commitment 

relationship (see, for example, Vandenberg and Lance, 1992). This suggests that job satisfaction 

occurs faster than organizational commitment, creating a possible indirect route to turnover 

intentions via organizational commitment. However, fewer researches have been directed 

towards the assessment of this possibility. 

Two pieces of research have examined the mediation of organizational commitment in the 

relationship between job satisfaction and turnover intentions in Bali, Indonesia (Devyanti and 

Satrya, 2020; Dharmayanti and Sriathi, 2020). Both studies found job satisfaction and 

organizational commitment having a significantly negative effect on turnover intentions while 

job satisfaction positively and significantly affecting organizational commitment. Using the 

Sobel test, both studies found that organizational commitment mediated partially but 

significantly on the effect of job satisfaction on turnover intentions. These findings are consistent 

with those of an earlier study by Lambert and Hogan (2009). Thus, the mediation testing is 

lagging not only globally, but in Tanzania and more specifically in the higher education sector. 

Controlling Variables 

Demographic variables have been used in previous researches for several purposes; (i) to assess 

the unique contributions of the variables of interest in explaining the variance in the dependent 

variable (as control variables); (ii) to describe the study’s sample; and (iii) to evaluate the 

generalizability of the findings (El-Dief and El-Dief, 2019). However, this study considered only 

tenure and education qualification as control variables, leaving the rest for sample description. A 

positive and statistically significant effect of education level on turnover intentions has been 

reported in previous researches (Cotton and Tuttle, 1986; Lambert, 2006; Emiroğlu et al., 2015; 

Masum et al., 2016). One common message from these studies is that employees with higher 

levels of education – e.g. college degree tend to report significantly lower levels of turnover 

intentions than those with lower education levels. For academicians, the division between high 

and low academic qualification is within the higher education group (with or without doctorate). 

In this case, the differences in the turnover intentions may results from the view that holding a 

doctorate represents a high level of individual and institutional investment in one’s training and 

development. These investments raise the perceived loss that academicians may have to endure 

should they decide to quit their job. While this position is consistent with Becker’s (1960) side 

bets theory, it does not rule out the alternative view that higher qualification may reduce the 

perceived costs of leaving because it gives the employees more opportunities and employment 

alternatives, fueling higher turnover intentions (Zwan et al., 2012). However, in Tanzania, the 
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latter view may not hold well with doctorate holders, leading to lower turnover intentions among 

them. 

This latter view is also consistent with the contextual beliefs in many countries in Africa that 

doctorate degrees are for the university lecturers. Holders of doctorate qualifications within 

universities, therefore, may view careers outside universities as a career which will not earn them 

compensation commensurate to their investment. It is likely therefore that among university 

academicians, turnover intentions will be negatively related to education qualification.  

Tenure refers to the length of time an employee has been working for the current employer. The 

longer one stays on a job, the stronger his ability to evaluate the organization’s situation more 
rigorously and come up with informed decision including the decision to quit (Puran and 

Sahadar, 2008). Similarly, the longer an employee works for an organisation, the higher the 

chances that he will develop an emotional attachment to it making the decision to quit more 

difficult (Khan et al., 2013).  With time employees tend to develop work and social networks, a 

better understanding of the work systems, as well as job – and organization-specific coping 

mechanisms. All these outcomes add to the value of the side bets. This value grows with the time 

one spends in the organization, and subsequently, it contributes to the hardship in contemplating 

quitting. Empirical support for this position is found in various studies including those of 

Cameron et al. (1994) and Masum et al. (2016). 

From the aforesaid, it is suggested that the two demographic variables also influence the 

academician’s turnover intentions. The two variables also work in tandem in the academician’s 

training and development process. Training to doctorate level requires one to have spent 

considerable time on the job and in the university. Hence controlling for the influence of 

education and tenure in the prediction of turnover intentions is warranted to unearth the unique 

contribution of the two job attitudes. Figure 1 presents the hypothesised relationships among job 

attitudes and turnover intentions as well as the two demographic characteristics. 
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Figure 1. Conceptual Model 

 

From the literature review presented, and the resulting conceptual model, the following 

hypotheses were specified and tested: 

H1. Job satisfaction will have a positive and significant effect on affective commitment 

H2. Job satisfaction will have a negative and significant effect on turnover intentions 

H3. Affective commitment will have a negative and significant effect on turnover intentions 

H4. Education qualification will have a negative and significant effect on turnover intentions 

H5. Tenure will have a negative and significant effect on turnover intentions 

H6. Job satisfaction and affective commitment will have a negative and significant effect on 

turnover intentions after controlling for the influence of education qualification and tenure 

H7. Affective commitment will mediate significantly in the relationship between job 

satisfaction and turnover intentions 

 

Methodology 
A cross-sectional descriptive research design was adopted. A survey strategy was used to collect 

the primary data required to confirm the hypotheses. Participants were drawn from selected 

public universities. As of January 2020, there were 43 university institutions in Tanzania – 30 

Universities (12 public and 18 private) and 13 university colleges (4 public and 9 private) (TCU, 

2020). The study focused on public universities, and based on size, only the big universities were 

targeted – namely University of Dar es Salaam (UDSM), Sokoine University of Agriculture 

(SUA), The Open University of Tanzania (OUT), Muhimbili University of Health and Allied 
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Sciences (MUHAS) and Mzumbe University (MU). These universities were selected purposively 

as universities with not only a significant number of academicians but also a mixture of short and 

long-serving academicians. Convenience sampling technique was used to select academicians 

from each University. The technique was chosen because of its ability to mitigate the challenges 

of accessibility/availability of academicians given the nature of their work schedules (Etikan et 

al., 2016). Some could be on long study leave, some on short training or attending seminars and 

conferences, while others could be on other university activities like conducting research and 

consultancies outside the universities on the days of the visit.  Thus, academicians who were 

found in their offices and willing to participate were given the questionnaires to fill and leave 
them at an agreed-upon point for later collection. They were fully informed that (i) their 

participation was voluntary; (ii) all of their responses would be confidential; and that (iii) the 

results of the analysis would be reported in aggregate terms. In total 300 questionnaires were 

distributed. 

Variables and Their Measurement 

Turnover intentions: was measured by five items (all positively worded) adapted from previous 

studies – three from Wayne et al. (1997), also used in Villanueva and Djurkovic (2009). Sample 

items were “As soon as I can find a better job, I’ll leave my university” and “I am actively 

looking for a job outside my place of employment.” Academicians responded to these items on a 

7-point scale ranging from strongly disagree (1) to strongly agree (7).  

Affective Commitment: was measured by eight items (four of them negatively worded) adapted 

from Allen and Meyer (1991). Sample items were “I would be very happy to spend the rest of 

my career with this university”, “I really feel as if this university’s problems are my own” and, “I 

think that I could easily become as attached to another university as I am to this one” (negatively 

worded). Academicians responded to these items on a 7-point scale ranging from strongly 

disagree (1) to strongly agree (7).  

Job satisfaction: was measured using five-items (one of them negatively worded) adapted from 

Brayfield and Rothe’s (1951) job satisfaction scale. Sample items included “I feel fairly well 

satisfied with my present job” and “I consider my job rather unpleasant”. Academicians 

responded to these items on a 5-point scale ranging from strongly disagree (1) to strongly agree 

(5).  

Finally, several demographic characteristics – age, gender, marital status, job rank, 

administration workload (all categorical) were added to describe the sample.  In addition, 

following the suggestions of Becker’s (1960) side bets theory in relation to commitment and 

turnover intentions, tenure (continuous) and educational qualification (categorical) were 

added as control variables. To fit into the regression model as a predictor variable, the 

educational qualification which was measure in four levels was dichotomised into 1 if the 

participant held a doctorate, 0 otherwise. 
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Data Analysis 

Two hundred and twenty-three (223) filled questionnaires were returned (74.3 percent response 

rate). These were inspected, responses coded and entered into IBM SPSS Statistics software 

V.23. Descriptive statistics (Frequency distribution) were run to check for errors in data entry. 

Using the negatively worded items in affective commitment and job satisfaction as attention 

traps and standard deviation statistics, 32 unengaged cases were identified and removed from the 

sample, leaving 191 cases. Missing values were identified in 16 of the variables (all below five 

percent) and were imputed by a median of the nearby points. The negatively worded items were 
then reverse-coded followed by a scale test for reliability analysis, which returned Cronbach’s αs 

of .706 for the turnover intentions scale, .714 for affective commitment sale (further optimized to 

.746 after deletion one item “I think that I could easily become as attached to another university 

as I am to this one”) and .626 for the job satisfaction scale (further optimized to .723 after 

deletion of one item “I consider my job rather unpleasant”). For each participant, mean scores 

were obtained by averaging the scale items’ scores by the number of the items retained for 

subsequent analyses. 

Hypotheses testing was done using multiple regression analysis while the mediation effect was 

tested using Andrew Haye’s Process Tool v. 3.4.1 (Hayes, 2019) plug-in to IBM SPSS Statistics. 

The effect size and the significance of the indirect effect were assessed using Preacher and 

Kelley’s (2011) K2 and Sobel test, respectively, where K2 has cut-offs of .01, .09, and .25 for 

small, medium and large effect respectively. The underlying assumptions – normality, linearity, 

outliers, no multicollinearity (additivity), and homoscedasticity were checked. Linearity 

assumption was tested through normal p-p plot followed by correlation between Turnover 

intentions and affective commitment (r= - .494, ρ < .001) and job satisfaction (r = - .458, ρ < 

.001) against the recommended minimum of r = .3 (Pallant, 2016), representing moderate 

correlation (Cohen, 1988). Thus, the linearity assumption was not violated. The data passed the 

outlier test by returning a maximum Mahalanobis Distance of 10.18, which was lower than the 

maximum cut-off distance of χ2
(2) = 13.82, ρ < .001 (Tabachnick and Fidell, 2019). The data also 

passed the no multicollinearity problem assumption test by having the highest Pearson product-

moment correlation coefficient among the predictor variables (r = .54, ρ < .001), which was 

lower than the maximum recommended of .7 (Pallant, 2016). Beyond this cut-off value, a 

multicollinearity problem would have been suspected in the data. This test was followed by 

variance inflation factors (VIF) lower than 1.5.  Rogerson (2001) recommends a maximum cut-

off of = 5.0.  However, the data slightly failed one of the two homoscedasticity assumption tests 

(using Ahmad Daryanto’s plugin for IBM SPSS statistics) as Breusch Pagan was χ2= 6.39, ρ = 

.041 and Koenker was χ2= 4.21, ρ = .12). Consequently, the study reported the regression 

estimated based on heteroscedasticity robust standard errors (HC03) after controlling for this 

heteroscedasticity problem.  
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Results and Discussion 

Participants’ Profile 

Results indicated that about eight (8) percent of the participants were young, i.e. 30 years or 

under, while 65 percent were between 31 and 50 years, leaving 26.7 percent in the > 50 years age 

group. The sample was dominated by male participants (74 percent), typical of the gender profile 

of universities’ academic staff. The majority (87 percent) had family responsibilities (married) 

and about 10 percent were single. There was a fifty-fifty split between PhD holders and those 

with Masters Degrees or lower (first-degree holders making only nine percent of the total 

sample). Fifty-nine percent were in the lecturer’s rank or higher (with Professors making only 

14.4 percent of the total sample). Lastly, about 30 percent of the participants held administrative 

responsibilities, 57 percent of them holding heads of department position. Participants had been 

on their job for a period ranging from one to 43 years (M = 12.67, S.D. = 8.6) (Table 1). 

Descriptive, Reliability and Correlation Statistics 

Descriptive and scale test for reliability analyses were performed to describe the data and test for 

internal consistency of the measurement scales, respectively. Moreover, correlation analyses 

were performed to test for both the linearity and no-multicollinearity assumptions. The two 

control variables – tenure and education qualification were also added.  In the results (Table 1), 

affective commitment had a higher mean score than turnover intentions (same response range). 

Academicians with doctorate qualification had statistically significantly lower turnover 

intentions (M = 2.65, SD = 1.30) than those without it (M = 3.37, SD = 1.32, t(188) = - 3.76, ρ < 

.001). They also had a significantly higher job satisfaction (M= 3.41, SD = .90) than those 
without the doctorate qualification (M = 3.05, SD = .92, t(188) = 2.70, ρ = .008). However, the 

affective commitment did not differ significantly between the academician with doctorate (M = 

4.80, SD = 1.23) and those without it (M = 4.65, SD = 1.10, t(188) = .90, ρ = .37). Both job 

satisfaction and affective commitment had r = - .46, ρ < .001 and r = - .49, ρ < .001, respectively, 

with turnover intentions. These cut-offs were within the range of .3 to .49 (Cohen, 1988) 

indicating their significant moderate correlation with turnover intentions. They also indicated 

that the linearity assumption was met. These coefficients were very similar to those reported for 

job satisfaction (- .410 to - .434) and organizational commitment (- .449 to - .485) in the previous 

researches by Devyanti and Satrya (2020), Kanwar et al. (2018) and Lambert and Hogan (2009). 

Turnover intentions were significantly negatively correlated with tenure (r = - .237, ρ = .001) and 

educational qualification (r = - .265, ρ < .001). Job satisfaction was significantly positively 

corelated with tenure (r = .173, ρ = .017) and education (r = .193, ρ = .008). Job satisfaction and 

affective commitment were significantly positively correlated (r = .54, ρ < .001) and so were 

tenure and education (r = .563, ρ < .001). Finally, the affective commitment was positively 

correlated with both tenure (r = .104, ρ = .152) and education (r = .065, ρ = .370), but neither of 

the relationships was significant. The correlation coefficients of all these independent variables 

were lower than the maximum of r = .9 beyond which a serious multicollinearity problem would 

be suspected in the data (Pallant, 2016). All Cronbach’s αs were above α = .7 showing that each 

of the measurement scales had acceptable internal consistency (George and Mallery, 2019; Hair 

et al., 2019). 
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Table 1. Descriptive, Reliability and Correlation Results 

Variable  M S.D. α 1 2 3 4 

1. Turnover Intentions (k = 4) 3.02 1.35 0.71     
2. Job Satisfaction (k = 4) 3.23 0.93 0.72 -.458***   
3. Affective Commitment (k = 7) 4.72 1.16 0.74 -.494*** .543***   
4.Tenure 12.67 8.60  -.237** .173* 0.104  
5. Education       -.265*** .193** 0.065 .565** 

***. ρ < .001; ** ρ < 0.01; * ρ < .05 level (2-tailed). k = number of scale items retained 

Multiple Regression Analysis 

Multiple regression analysis techniques were used to test the ability of the two job attitudes of 

job satisfaction and affective commitment to predict levels of turnover intentions. To control for 

the heteroscedasticity problems observed in the preliminary analysis, the results are based on 

heteroscedasticity-robust standard errors. Results (Table 2, Model 1) show that the total variance 

in turnover intentions explained by the model was 29.5%, F (2, 188) = 38.99, ρ < .001.  Both job 

satisfaction (b = 0.39, t(188) = - 3.36, ρ < .001) and affective commitment (b = 0.40, t(188)= - 

4.08, ρ < .001) significantly negatively predicted turnover intentions. In additional, affective 

commitment with a higher beta value (beta = - .35) had the strongest impact on turnover 

intentions compared to job satisfaction (beta = - .27). With both education and tenure added 

(Model 2), the total variance in turnover intentions explained increased to 33.6 percent. 

Education had a significant negative effect on turnover intentions (b = - 0.43, t = - 2.14, p = .034) 

and so did tenure but insignificant (b = -.11, t = -.996, p = .32). The position of affective 

commitment as the main contributor to the variance explained was unchanged. 

Table 2. Multiple Regression Analysis Results 

  Model 1a Model 2 Model 3 

          Step 1   Step 2   Step 3   

Constant 6.196 *** 6.371 *** 3.491 *** 3.531 *** 6.371 *** 

Job Satisfaction -0.393 *** -0.324 **     -0.324 ** 

Affective 

Commitment -0.404 *** -0.413 ***     -0.413 *** 

Education   -0.425 *   -0.518 * -0.425 * 

Tenure     - 0.11   -0.037 ** -0.02   -0.011   

R2 29.5  33.6  0.056  0.081  33.6  

F-Stat. 38.99 *** 23.244 *** 11.14 ** 8.229 *** 23.244 *** 

∆R2       0.025  25.4  

∆F-Stat.             5.072 * 35.231 *** 

* p < .05; ** p < .01; *** p < .001; abased on heteroscedasticity-robust standard 

errors 
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Hierarchical multiple regression was used to assess the ability of the two job attitudes (job 

satisfaction and affective commitment) to predict levels of turnover intentions after controlling 

for the influence of education and tenure (Model 3). Tenure was added at Step 1, explaining 

5.6% of the variance in turnover intentions. Its effect was negative and statistically significant (b 

= - 0.037, t = - 3.34, ρ < .01). Education was then added at Step 2 and both control variables 

explained 8.1% of the variance in turnover intentions (b = .52, t = -2.25, ρ = .03, ∆R2 = 2.5%, 

∆F(1,186) = 5.072, ρ = .025). The effect of education was negative and statistically significant, 

but that of tenure became insignificant. After entering both job satisfaction and affective 

commitment in Step 3, the total variance explained by the model as a whole was 33.6%, 
F(4,184), = 23.244, ρ < .001. The two job attitude variables explained an additional 25.4% of the 

variance in turnover intentions after controlling for the influence of education and tenure; ∆R2 = 

25.4%, ∆F(2,184) = 35.23, ρ < .001. In the final model all the predictors, but tenure, were 

statistically significant with affective commitment retaining its superior position in explaining 

the variance in the turnover intentions (beta = - .355, ρ < .001). 

Indirect Effect Analysis Results 

The indirect effect of affective commitment in the relationship between job satisfaction was 

estimated using the Process tool v.3.4.1 (Hayes, 2019), the application details of which are well 

demonstrated in Field (2018). In the results (Figure 2), there was a significant indirect effect of 

job satisfaction on turnover intentions through affective commitment, b = - .28, BCa CI [- .42, - 

.14].  This represents a relatively medium and significant effect, K2 = .18, 95% BCa CI [.098, 

.26], z = - 3.81, ρ < .001.  These results indicate that affective commitment partially and 

significantly mediated the relationship between job satisfaction and turnover intentions. There 

could, therefore, be other potential mediators to include in the model in addition to affective 

commitment. 

 

b = - 0.40, ρ < .001 

 
Job Satisfaction (JS) 

Affective 

Commitment (AC) 

Direct effect, b = - 0.39, ρ < .001 

Indirect effect, - 0.28, p < .001 
95% BCa [-0.42, -0.14] 

b =0.68, ρ <.001 

 
Turnover intentions (TI) 

Education Tenure 

b = - 0.52, ρ <.05 
b = - 0.04, ρ <.01 

Figure 2. Indirect Effect 
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Discussion 
The present study examined the relationship among two job attitudes (job satisfaction and 

affective commitment) and one behavioural outcome (turnover intentions) among academicians 

in five public universities in Tanzania. The objectives were to assess whether the two job 

attitudes significantly predicted the academicians’ turnover intentions, whether demographics 

(tenure and education qualification) significantly predicted turnover intentions, and whether the 

two job attitudes had a unique contribution in the prediction of turnover intentions after 

controlling for the effects of tenure and education qualification.  Finally, the study determined 

whether affective commitment mediated in the relationship between job satisfaction and turnover 

intentions.  Based on the reviewed theoretical and empirical literature, seven hypotheses were 

developed and tested. All seven hypotheses were supported. 

From the results of the descriptive statistics, academicians were found to have moderate turnover 

intentions, job satisfaction and affective commitment (Albdour, and Altarawneh, 2014). 

Academicians holding doctorate qualifications reported lower (higher) turnover intentions (job 

satisfaction) than those who held lower qualifications. Educational level differences in affective 

commitment were insignificant. Turnover intentions were moderately and significantly 

correlated with job satisfaction and affective commitment.  

Job satisfaction was found to be a significant positive predictor of affective commitment. This 

finding implies that academicians satisfied with their job are likely to develop emotional 

attachment and affection to the university, supporting hypothesis H1. The finding is similar to 

those reported in previous studies e.g. Ozturk et al. (2014), Chordiya et al. (2017), Jonathan, 
Darroux, and Massele (2013), and Jonathan Darroux and Thibeli (2013). The study also found 

that both job satisfaction and affective commitment negatively and significantly affected 

turnover intentions. Hypotheses H2 and H3 are therefore supported implying that both job 

attitudes are important predictors of the academicians’ intentions to leave their universities. The 

results on the job satisfaction – turnover intentions link and the job satisfaction – organizational 

commitment link lend support to the social exchange theory which posits that academicians 

would report a lower intention to turnover as well as more affection and emotional attachment 

with the university as reciprocation to their feeling of being satisfied with their job. These results 

are consistent with those reported in Kanwar et al. (2018), Lambert (2006), Luz et al. (2018) and 

Tubay (2010). In addition, the results of job satisfaction significantly predicting turnover 

intentions are consistent with those reported in Amani and Komba (2016), Blaauw et al (2013), 

Ngatuni and Matolo (2018) and Jonathan Thibeli and Darroux (2013) in the Tanzanian context. 

Similar to previous studies (Emiroğlu et al., 2015; Lambert, 2006; Masum et al., 2016), turnover 

intentions differed significantly between doctorate holders and those without, where doctorate 

holders reported significantly lower turnover intentions. In addition, turnover intentions were 

negatively and significantly related to tenure. These finding created the need to control for their 

effect in the estimation of the effect of the two job attitudes on turnover intentions. This was 

done following the view that academicians may not stay because of their satisfaction or affection 

and emotional attachment, but because of the value of the perceived side bets which will be lost 

should they quit. The value of these side bets is expected to grow with the length of service and 

with the perceived low demand for the doctorate degrees outside universities. Each of these 
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demographic variables had a significant negative effect on turnover intentions, with education 

having a significant unique effect after controlling for the effect of tenure. These findings 

confirmed hypotheses H4 and H5. Besides, controlling for the effects of both variables, the 

findings show that job satisfaction and affective commitment had a unique contribution in 

predicting the levels of academicians’ turnover intentions.  These findings confirm hypothesis 

H6, indicating that the two job attitudes affect turnover intentions beyond the effects of tenure 

and education credentials. The finding that affective commitment contributes more than job 

satisfaction is in line with the turnover literature, e.g. Griffeth et al. (2000), who argued that 

organizational commitment predicts turnover intentions better than job satisfaction. It may also 
support the idea that organizational commitment occurs earlier than job satisfaction in a work 

setting (Kanwar et al., 2018). 

The affective commitment was found to significantly, but partially mediate in the relationship 

between job satisfaction and turnover intentions. These findings, in addition to confirming 

hypothesis H7, are consistent with previous studies, for example, Devyanti and Satrya (2020) and 

Dharmayanti and Sriathi (2020). These findings are new in Tanzania as none had been done on 

the trio, let alone in the higher education sector. Likewise, the findings on the organizational 

commitment – turnover intentions link are also new. 

Conclusions and Recommendations 
Job satisfaction has a positive and significant effect on affective commitment and the two have a 

negative and significant effect on turnover intentions, with affective commitment contributing 

the most. The significant effect of the two job attitudes on turnover intentions survived the 
control of the effects of tenure and academic qualification. Affective commitment only partially 

but significantly mediated in the relationship between job satisfaction and turnover intentions, 

which may imply the possibility that there are more mediators than just the affective 

commitment. Besides, the findings of partial mediation may imply that increasing satisfaction is 

good for taming turnover intentions, but the outcome would be enhanced if affective 

commitment-enhancing measures are also stepped up. Moreover, the fact that the four variables 

only explained under 40 percent of the variance in turnover intentions, more antecedents could 

be at play. 

The study has an important implication for human resource (HR) management practices. The 

turnover intentions must be managed and monitored in a way that ensures that an appropriate 

level is attained and its consequences minimized through efficient solution (Philips and Connell 

2003). The findings imply that when an academician leaves the university especially a doctorate 

holder it will take another 8 to 10 years to produce a similarly qualified replacement. Capacity 

for producing more PhDs, masters and research outputs as well as knowledge generation projects 

will go with them. HR managers should proactively identify and implement practices that 

encourage staff to like, and commit to, their jobs and their university. One of the ways to do so is 

to improve the working environment e.g. rewarding Heads of Department, Faculty/School 

Deans, and College Principles, who will create a satisfying and empowering environment.  

Initiatives for academic staff training and development as well as research support are also 

recommended. 
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The study is not without limitation. The sample is limited to public universities, leaving out 

private universities as well as the non-university higher learning institutions. These exclusions 

limit the generalizability of the result on all universities and more broadly to higher learning 

institutions. The study tested the prediction of turnover intentions using only two of the key job 

attitudes. The other job attitudes are job involvement, work engagement, organizational support 

(supervisory and managerial) (Robbins and Judge, 2018), as well as organizational politics. 

Future research should consider these extensions to expand on the literature on turnover 

intentions predictions. An expansion of the number of the mediating variables is encouraged and 

so is a call for multi-sectoral study. Given the many and important negative consequences of 
turnover intentions especially among university academicians, a better understanding of the 

factors that could help tame this potential behaviour is welcome. 

Such limitations notwithstanding, this study’s findings linking the two job attitudes (job 

satisfaction and affective commitment), especially the latter, to turnover intentions and the 

mediation of affective commitment are new, not only to the turnover intentions’ literature in 

higher education but also to a frontier market – Tanzania. The direct effect of job satisfaction on 

turnover intentions is not eliminated even after accounting for the effects of affective 

commitment, education and tenure. 
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