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ABSTRACT 

The study contributed to theoretical and practical implications for retention. Targeting a 

population of mid-career soldiers in the United States Army, the predictor variable of 

interest was agency and its relationship with turnover intentions. The Army was a good 

candidate organization for this study because contemporary recruitment pressures and 

higher-than-average attrition rates place increasing importance on the effectiveness of 

organizational retention efforts. Accordingly, this study aligned research questions with a 

mediation model wherein agency influenced the relationships affective commitment, 

needs-supply fit, and career satisfaction held with turnover intentions. The hypotheses for 

this study were: (a) that agency significantly influenced turnover intentions; (b) that 

agency significantly mediated the relationship between affective commitment and 

turnover intentions; (c) that agency significantly mediated the relationship between 

needs-supply fit and turnover intentions; and (d) that agency significantly mediated the 

relationship between career satisfaction and turnover intentions. Findings enhanced the 

literature by illuminating the associated relationships and provided the necessary 

foundation for future causal investigations. Specifically, the findings demonstrated that 

agency significantly influenced turnover intentions and mediated the relationships 

affective commitment and needs-supply fit held with turnover intentions. The findings 

also demonstrated that agency held no mediation effect on the relationship between 

career satisfaction and turnover intentions.  

 Keywords: agency, preference, affective commitment, needs-supply fit, career 

satisfaction, turnover intentions.  
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CHAPTER 1: INTRODUCTION TO THE STUDY 

Introduction 

 The contemporary business environment comprises nontrivial shifts in the ends, 

ways, and means of work (Hughes et al., 2019; Kotter, 2012; Senge, 2006). Business 

cycles are exponentially faster, industries are more interconnected, and consumer and 

worker demographics are geographically and economically diverse. To that end, 

organizations must continue to develop an understanding of attitude and behavior-

shaping constructs to best maximize the capability and capacity of their workforce. One 

potential threat to workforce productivity is high turnover intentions. High turnover 

intentions present myriad negative effects, ranging from low productivity to actual 

turnover, which reduces organizational viability (Boamah et al., 2022; Verbruggen & 

Van Emmerik, 2020).  

 The literature demonstrated that affective commitment, needs-supply fit, and 

career satisfaction all negatively correlate with turnover intentions (Cao & Hamori, 2020; 

DiPietro et al., 2020; Verbruggen & Van Emmerik, 2020). However, in a business 

environment increasingly marked by worker choice, the construct of agency (i.e., the 

propensity to act upon preferences; Bandura, 2006) may be ever more important. The 

extant literature contained a limited understanding of agency, representing a real gap in 

academic knowledge that, if bridged, may enhance theoretical frameworks and 

organizational practices.  

Background 

Workforce mobility in the knowledge era makes it difficult for organizations to 

retain requisite talent (Anlesinya et al., 2019; D’Armagnac et al., 2021; Kozjek & Franca, 
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2020; Kravariti & Johnston, 2020). The knowledge era shifted the primary means of 

competitive advantage from physical tools and infrastructure to the willingness of 

organizational human capital to leverage their knowledge and skills toward operations 

and goals (O’Donovan, 2020; SinghaRoy, 2019; Whysall et al., 2019). The shift in 

competitive advantage from externally held expensive physical investments to internally 

held knowledge and skills made it easier for the individual worker to move from one 

employer to another (i.e., worker mobility). Thus, organizations must both attract and 

retain human capital (i.e., talent) that possesses the necessary skills and abilities to drive 

the organization’s daily operations and orient toward long-term goals. To that end, talent 

management became a salient consideration.  

Talent management is an essential organizational function that drives 

organizational viability, as observed through performance and retention outcomes 

(Daubner-Siva et al., 2018; Groves, 2019; Harsch & Festing, 2020; Jia et al., 2020; 

Mitosis et al., 2021; Nayak et al., 2018; Saddozai et al., 2017; Shulga & Busser, 2019; 

Wiblen & Marler, 2021). However, talent management in the knowledge era presented 

challenges associated with performance and retention via upskilling at the rate of 

environmental change and lessening the intentions for human capital to exercise mobility 

(Bolander et al., 2017; Dachner et al., 2021; O’Donovan, 2020; Whysall et al., 2019). The 

U.S. Army is not exempt from such challenges and must compete for talent with other 

public and private sector organizations.  

The Army is a public sector organization that requires effective talent 

management to protect and advance U.S. national interests globally (Department of the 

Army, 2016; O’Brian, 2019). Army talent management comprises the alignment of 
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knowledge, skills, behaviors, and preferences (KSB-P; O’Brien, 2019). Knowledge 

consists of skills-supporting information obtained through experience, training, and 

education (O’Brien, 2019). Skills are the task-based application of knowledge (O’Brien, 

2019). Behaviors include personal conduct (O’Brien, 2019). Lastly, preferences include 

inclinations and proclivities (O’Brien, 2019). Taken together, the KSB-P model provides 

a holistic view of an individual's potential to fulfill organizational requirements. The 

Army uses this talent management model to obtain maximum performance from a diverse 

workforce employed globally in varying environments. 

While the implications for the use of the talent management model and Army 

performance were clear, retention was a concern that impacted organizational 

performance and required critical attention (Boamah et al., 2022; De Winne et al., 2019; 

Gun et al., 2021; Nauman et al., 2021; Verbruggen & Van Emmerik, 2020). The national 

average for turnover in 2021 was 3.95% (Krause, 2022). From 2014 through 2018, the 

Army had an average turnover rate of ~18.5% (Asch, 2019, p. 4). First-term attrition (i.e., 

a recruit that fails to complete their first term of service) for enlisted members held a 

higher rate of 29.7% between 2002 and 2013 (Marrone, 2020, p. xi-xii). With an average 

turnover rate that was more than four times the national average, and with increasing 

difficulty in replacing those losses through recruiting (see Kube & Boigon, 2022; Pollard 

et al., 2022), the Army must reform its talent management practices (Department of the 

Army, 2016; Robbert et al., 2021a, 2021b). 

Organizational psychology provides a possible approach to evaluating the 

retention issue (Riggio, 2018). While industrial psychology focuses on efforts related to 

enabling human capital to work, organizational psychology focuses on the conditions that 



   
 

4 

provide a sense of the will to work. The arduous nature of military service requires a will 

to work that is greater than the disincentives associated with the hardships of service. To 

that end, the perceptions of agency, affective commitment, needs-supply fit, career 

satisfaction, and turnover intentions provide insight into the individual’s balance between 

sacrifice and intrinsic will.  

Each of the chosen constructs related to one another and to turnover intentions. 

First, agency linked actions and effects with intentions (Bandura, 2006; Engbert et al., 

2008). The ability to satisfy intentions related to affective commitment, needs-supply fit, 

and career satisfaction, and each of these constructs related to turnover intentions 

(DiPietro et al., 2020; Dorendahl et al., 2020; Verbruggen & Van Emmerik, 2020). The 

literature demonstrated that needs-supply fit influenced affective commitment, which 

both influenced career satisfaction and turnover intentions (Cao & Hamori, 2020; Liu & 

Jia, 2022; Singh, 2022). Thus, the model of agency demonstrates these relationships (see 

Figure 1).  

Figure 1 

Nomological Model 

 

Note. Workplace spirituality is not tested but instead informs the framework with a 

dimension of transcendence in the work context.  
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Previous empirical investigations have illuminated relationships between turnover 

intentions and four of the five (all but agency) tested constructs (Cao & Hamori, 2020; 

Ennis et al., 2018; Lee et al., 2018; Nauman et al., 2021; Vandavasi et al., 2021; 

Verbruggen & Van Emmerik, 2020). Of interest is how agency influenced turnover 

intentions and whether agency mediated the relationships affective commitment, needs-

supply fit, and career satisfaction held with turnover intentions. Workplace spirituality 

was a sixth, untested, construct used to inform this investigation of a Biblical perspective. 

Workplace spirituality is a unique construct that can align secular and religious 

researchers by focusing on individual perceptions of meaning, camaraderie, and values 

alignment (see the Biblical Foundation of the Study in Chapter Two for more detail; 

Singh & Singh, 2022). 

The Army must address current recruiting and retention trends to maintain its 

mission of advancing national interests (Department of the Army, 2016; Kube & Boigon, 

2022; Pollard et al., 2022; Robbert et al., 2021a, 2021b). To that end, understanding the 

link between agency and turnover intentions may directly improve retention efforts and 

inform recruitment efforts (e.g., recruiting campaigns). Thus, the anticipated outputs for 

this investigation were twofold: (a) add to the literature a link between agency and 

turnover intentions, and (b) inform Army talent management practices.  

Problem Statement 

Some quantity of turnover may be healthy for an organization (De Winne et al., 

2019). Moderate turnover mitigates rising retention costs and keeps new ideas flowing 

into the organization. Contrarily, a high quantity of turnover increases talent acquisition 

costs and disrupts organizational performance (De Winne et al., 2019). This is the case 
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for the Army, wherein high turnover (i.e., more than four times that of the rest of 

industry) exacerbated by diminished recruiting, will create critical talent gaps among the 

Army’s ranks (Asch, 2019; Kube & Boigon, 2022; Marrone, 2020; Pollard et al., 2022). 

Army leaders must reform their talent management processes to mitigate impending 

talent gaps and maintain a combat-credible force (Department of the Army, 2016; 

Robbert et al., 2021a, 2021b). To do this, Army leaders must understand how varying 

workplace attitudes influence soldiers’ decisions to remain in service. Likewise, Army 

leaders must understand how workplace attitudes relate to the talent management 

framework.  

Affective commitment, needs-supply fit, and career satisfaction are three 

workplace attitudes that may be of interest to Army leaders when examining the 

effectiveness of current talent management practices. Affective commitment relates to a 

person’s emotional attachment to their employing organization (Ennis et al., 2018). 

Needs-supply fit relates to a person’s perception that their job supplies the appropriate 

resources needed for work accomplishment (Klaic et al., 2018). Career satisfaction relates 

to a person’s valence toward the psychological and other work-related outcomes 

throughout their working career (Singh, 2022). The interactions between these three 

workplace attitudes and a sense of agency may portend significant implications for 

turnover intentions. Therefore, Army leaders may benefit from understanding how 

soldiers’ sense of agency relates to the workplace attitudes of affective commitment, 

needs-supply fit, and career satisfaction.  

While previous research links how workplace attitudes relate to organizational 

outcomes, there remains a dearth of research into the construct of agency and its 
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relationship with turnover intentions. Agency may relate well to the Army talent 

management dimension of preferences and influence the outcome of turnover intentions. 

For instance, a soldier’s ability to take voluntary action and obtain a desired preference 

(e.g., preference-aligned duty assignment) may motivate the soldier to remain in Army 

service. Conversely, a lack of agency may increase turnover intentions when the object of 

frustration relates to an inability to influence outcomes for the individual’s preferences.  

The Army’s leaders, as agents of action, should have a sense of agency as well 

(i.e., influence of retention effects through talent management actions). However, the 

possibility exists that Army leaders practice a kind of myopic agency, wherein they focus 

on short-term initiatives at the expense of long-term goals (Zhu, 2018). Specifically, 

Army leaders may forego preferences in favor of aligning KSBs to short-term operational 

requirements. The result may be a sense of loss of individual participatory capital (i.e., 

the resources used to obtain desired outcomes; Bayat & Fataar, 2020) for the soldier who 

perceives that their preferences were inconsequential. Thus, even though the Army’s 

KSB-P model is empirically sound, its application may require adjustment, evidenced by 

the observed retention issue.  

Purpose of the Study 

The purpose of this quantitative study was to determine the relationships among 

the agency, affective commitment, needs-supply fit, career satisfaction, and turnover 

intentions constructs, in a cross-sectional analysis of mid-career Army officers and non-

commissioned officers. Agency operationalized as a variable computed from two 

conditions: (a) assignment: having influence over job assignments; (b) development: 

having influence over career development. 
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Research Questions and Hypotheses 

Research Questions 

Research Question 1: To what extent does Agency influence turnover intentions 

among mid-career soldiers in the U.S. Army? 

Research Question 2: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between affective commitment and turnover intentions? 

Research Question 3: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between needs-supply fit and turnover intentions? 

Research Question 4: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between career satisfaction and turnover intentions? 

Hypotheses 

Hypothesis 1: Agency significantly influences turnover intentions among mid-

career soldiers in the U.S. Army.   

Hypothesis 2: Agency significantly mediates the relationship between affective 

commitment and turnover intentions among mid-career soldiers in the U.S. Army. 

Hypothesis 3: Agency significantly mediates the relationship between needs-

supply fit and turnover intentions among mid-career soldiers in the U.S. Army.  

Hypothesis 4: Agency significantly mediates the relationship between career 

satisfaction and turnover intentions among mid-career soldiers in the U.S. Army. 

Assumptions and Limitations of the Study 

Five limitations concerned the conduct of this study. First, the study was cross-

sectional, meaning that it was observational (i.e., non-causal) and only collected data at 

one point in time. Cross-sectional studies present concerns for threats to validity because 
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a one-time measurement may include outliers and may present skewed data from an 

event external to the study influencing the outcome (Creswell & Poth, 2018). The second 

limitation was the relative dearth of literature related to the agency construct. A limited 

breadth and depth of understanding of the construct may complicate the fidelity of 

conclusions derived from the analyses. As the research matures, this limitation will 

become less concerning. The third limitation related to common method bias. Common 

method bias threatens measure reliability and validity, in addition to the derived estimates 

of relationships between constructs (Jordan & Troth, 2020). The potential for common 

method bias in this study extended from the cross-sectional temporality and the uniform 

structure of the survey items. The fourth limitation related to survey fatigue. Survey 

fatigue relates to the tendency of respondents who are tired or disinterested to provide 

inaccurate answers, or to quit responding entirely (Le et al., 2021). Survey fatigue affects 

the validity of the analysis and subsequent conclusions drawn. The fifth limitation related 

to the researcher’s perspective. 

I identified my bias for epistemology as the fifth limitation of this study. 

Specifically, I believe that people cannot enact objectivity in their observations or 

actions. In my estimation, everyone experiences the objective world from subjective 

physical and psychological perspectives. Thus, subjective interpretations of objective 

reality means that subsequent analyses and action paradigms beget derivative subjective 

interpretations. The best any person can do, in my opinion, is to approximate objectivity. 

Therefore, my epistemological bias results in a limitation of the perspective used to 

approach this study. Namely, that I am a senior career professional in the U.S. Army with 

a predilection for problem-solving and a focus on actionable results.  
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These limitations, while serious, did not reduce the potential significance of the 

findings. To provide concrete support for any conclusions drawn from this study, future 

researchers will need to establish control and experimental groups, take a longitudinal 

approach, and control for common method bias. Additionally, I implore subsequent 

researchers to make explicit their personal biases and theoretical framework. Similar to 

the following notes on the importance of leveraging different approaches for the conduct 

of research, explicating varied personal biases and theoretical frameworks should enable 

approximating objectivity from multiple angles. It is in this way that the academic 

community can obtain a well-rounded perspective of the subject matter in question.  

A major assumption of this study, and perhaps every study, was that the design 

would present valid findings. Therefore, providing enough information to support future 

replication studies was important. Going beyond replication and using varied techniques, 

methods, and approaches are the hallmarks of critical multiplist efforts (Tanlaka et al., 

2019). Importantly, the critical multiplist approach to validation aligns with the post-

positivist and constructivist perspectives. Functionally, the critical multiplist approach 

enables a better approximation of the objective reality after multiple investigations from 

multiple angles. The more researchers capture common themes and occurrences of a 

given object of inquiry from different contexts, the surer they can be that they have made 

valid conclusions.  

Finally, the link between agency and preferences was another assumption of this 

study. If the Army’s operationalization of preferences involved accommodating 

individual inclinations and proclivities, then the link to the academic construct of agency 

(i.e., the ability to act toward a desired outcome; Haggard, 2017) seemed clear. Given 
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Army efforts to align assignment and development opportunities to individual 

preferences (O’Brien, 2019), the evidence seemed to demonstrate the link between 

agency and preferences. The current state of the literature did not remove this ambiguity. 

However, this study may have helped to fill in the blank space for future maturation of 

the construct. Specifically, researchers and practitioners may use the results from this 

study to align their efforts to one operationalized construct of agency, enabling a common 

way forward.  

Theoretical Foundations of the Study 

Three philosophical assumptions (i.e., ontological: reality itself; epistemological: 

knowledge of reality; teleological: purpose of reality) framed the post-positivist and 

constructivist view used in this study (Jacquette, 2014; O’Brien et al., 2020; Pritchard, 

2016). The ontological assumption held that an individual apprehension of objective 

reality is impossible. Viewing reality through a relativist ontological perspective foregoes 

any attempt to consider a purely objective existence. Instead, embracing the subjectivity 

of observation enabled an openness to relative ontology, wherein multiple observations of 

the same existence may produce varying conclusions – all of which are inherently valid 

(Jacquette, 2014; Klassen, 2018). An epistemological assumption followed, with an 

internalist perspective that recognizes the mismatch problem for external validation of 

subjective interpretations (Lohr, 2019; Pritchard, 2016). The internalist epistemology, 

then, required the acknowledgment that internally held knowledge was internally valid. 

Such individually relative viewpoints do not preclude the ability to establish shared 

meaning, however.  

Tying the chaos of individual relativism together was the teleological assumption 
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that identifying the purpose of a given phenomenon provided a contingent apprehension 

of underlying epistemes and ontologies (O’Brien et al., 2020). Thus, a teleological focus 

was the bridge that connected disparate views and enabled a possible reconciliation for 

shared understanding. Therefore, the overarching philosophical paradigm of this study 

was one of a pragmatic approach (i.e., focusing on outcomes, contexts, and actions; 

Creswell & Poth, 2018).  

Aligning theories to the operationalization of constructs enabled a mental picture 

of how and why each construct interacts in the environment. Further, explicitly aligning 

theories to construct operationalization enables other researchers to identify a theoretical 

stance, test it, then accept or refute previous findings. This approach was necessary for 

two reasons: (a) theoretical mechanisms of interaction must have proof to be valid, and 

(b) the proofing process should be the same as it is for other aspects of empirical science. 

As Simesk et al. (2009) noted, a lack of theoretical consistency confounds the ability of 

the literature to advance, as competing explanations hold different implications for future 

studies. Thus, if A x B = AB in one theoretical conceptualization and A x B = C + AB in 

another theoretical conceptualization, then researchers must choose which to align their 

theoretical frameworks. Further, as Irwing et al. (2018) noted, theoretical frameworks 

support the operationalization of constructs for testing. Thus, two researchers using two 

theoretical frameworks will operationalize the same variable differently. In turn, different 

operationalizations derive varying results. Therefore, it is important for researchers to 

explicitly align theories to constructs when devising the theoretical frameworks that 

support subsequent construct operationalization. This explicit approach should enable 

future researchers to make an informed decision about which theoretical framework and 
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operationalization process to test and confirm or refute.  

This study aligned three theories to the operationalization of the five tested 

constructs. First, self-efficacy theory involved a teleological perspective of what the 

individual knows of their ability to act. Agency nested under self-efficacy theory during 

operationalization for this study. Second, social exchange theory involved an epistemic 

perspective of what the individual knows to be true in their subjective context. Affective 

commitment and needs-supply fit nested under social exchange theory during 

operationalization for this study. Third, affective events theory involved an ontological 

perspective of what the individual knows to be reality (i.e., a personal, subjective reality). 

Career satisfaction and turnover intentions nested under affective events theory during 

operationalization for this study. Of note, the key differentiation between the subjective 

context of the epistemic perspective and the subjective reality of the ontological 

perspective is what the individual ascribes to their environment (i.e., context) and to their 

disposition (i.e., reality). Post-positivist and constructivist perspectives framed the 

understanding of the contingent perspective of subjective and objective realities. The 

theoretical framework is illustrated in Figure 2.  

Figure 2 

Nomological Model: Theoretical Alignment 
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Note. Proposed theoretical alignment with identification for where each theory affects the 

relationships between constructs. This theoretical alignment is postulated and not tested. 

Future research should investigate these mechanisms of interaction to confirm or refute 

their veracity.  

Post-positivist and constructivist perspectives encompass a multi-faceted 

contingent view of reality. Post-positivism involves the belief that one objective reality 

exists but is impossible to fully apprehend (Tanlaka et al., 2019). Further, the proclivity 

of human beings to ascribe to values and implement biases in reasoning limits the extent 

to which objective reality is knowable (Tanlaka et al., 2019). Thus, the constructivist 

perspective encompasses the tendency for people to construct their reality through the 

processes of meaning-making (Young & Collin, 2004). In sum, the theoretical foundation 

of this study rests upon the philosophical perspective that while an ontological state 

exists, it is not epistemically accessible. Objective reality remains inaccessible because it 

is not constructible through the limitations imposed upon meaning-making by values and 

biases employed by human beings.  

Biblical Perspective 
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The standardized segregation of psychological science and faith is hypocritical 

and artificial. First, objective research is impossible as modern empirical methods 

maintain axiological (i.e., values-laden) frameworks that influence the lenses through 

which observations, analyses, and reporting pass (Creswell & Poth, 2018; Johnson, 

2010). Second, excluding one value system over another has no merit without critical 

thought and advocacy. Such a lapse in empirical practice is avoidable through advocating 

for (a) a situated perspective, (b) an articulated values framework, and (c) an explicated 

approach. To those ends, the previous section represented the philosophical dimension of 

the situated perspective (i.e., relative realities with shared pragmatic meaning). This 

section represents the Biblical dimensions of the situated perspective (i.e., that human 

beings leverage agency) and values framework (i.e., human dignity and ontological 

approximation), with the approach explicated in the third chapter.  

The books of Proverbs and Romans have shaped the Biblical perspective of this 

academic inquiry. Given that these books are instructional in nature, they are quite fitting 

for a juxtaposition between academics and faith. Specifically, Proverbs 3:13-26 (New 

International Version Study Bible, 1985/2011) notes the importance of seeking an 

understanding of the world. Romans 12:2 instructs Christians to be life-long learners. 

Romans 12:6-8 also implores people to maximize their innate talents. Thus, the religious 

lens aligns with liberal Christianity.  

Liberal Christianity is a difficult term to define because no movement has had 

sufficient strength to solidify its perspective (Hobson, 2013). Amidst the chaotic 

discourse related to liberal Christianity, Hobson (2013) provides a tentative definition 

that links affinity for the gospel with political and cultural liberty. To that end, Barton 
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(2014) notes that liberal Christianity levels the intellectual playing field by offering 

contemporary discourse (vs. that of pre-Enlightenment times) for modern issues. As 

Barton (2014) also asserts, modern medicine does not subordinate to pre-Enlightenment 

medicine, much to the appreciative acceptance of most of the world today, both secular 

and religious. Liberal Christianity, then, involves continuously updating one’s 

perspective through the pursuit of greater breadth and depth of knowledge.  

By the grace of God, humans have the ability to reason and exercise free will. 

Using such reason and free will to better understand the world is no different in religion 

than in science. For instance, Scripture asserts that humans may find revelation through 

the study of the natural world (New International Version Study Bible, 1985/2011, Psalm 

19:1-4). What would this verse allude to, if not to learn and grow? Likewise, the first 

bridge engineers developed sturdy structures to ensure platform survivability. Later, 

when designing longer bridges to last through extreme weather events, they made special 

adjustments for flexibility (Cui et al., 2022). Liberal Christianity follows Scripture just as 

it does the empirical imperative to update understandings to better operate in the world. 

In this perspective, both secular and religious academics may continually seek new 

knowledge.  

Origen lived between 185 and 253 CE and was a Christian theologian who helped 

to shape Western religious thought towards a sense of agency (Seligman, 2021). Moving 

away from fatalism, Origen posited that since God judges humans after death, they must 

have had the ability to exercise free will in life. Therein lies the biblical importance of 

understanding the sense of agency (i.e., the exercise of free will). As organizations seek 

to balance standardized performance across varied worker populations, what happens to 
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individuals who perceive imposition to their sense of agency becomes an important 

consideration.   

Definition of Terms 

The following is a list of definitions of terms that are used in this study.  

Affective Commitment – “An employee’s affective or emotional attachment to an 

organization” (Ennis et al., 2018, p. 204). 

Affective Events Theory – “As a theoretical framework, its core assumption is that 

affective states, driven by events that individuals experience at work, elicit emotional 

responses that shape attitudes and behaviours” (Itzkovich et al., 2022, p. 1450). 

Agency – “A combination of intention and action that results in making things happen” 

(Chen & Hong, 2020, p. 194). 

Career Satisfaction – “An internally defined outcome representing an individual’s 

career progression, and positive psychological and work-related outcomes” (Singh, 2022, 

p. 6). 

Constructivism – “Assumes that each person mentally constructs the world through 

cognitive processes; thus, there is no objective or direct way of knowing the world except 

through constructions” (Chen & Hong, 2020, p. 194). 

Epistemology – “The philosophical exploration of propositional knowledge (i.e., 

knowledge that such-and-such is the case)” (Pritchard, 2016, p. 1). 

Knowledge Era – “A new economic age … a competitive landscape driven largely by 

globalization and the technological revolution … where knowledge is a core commodity 

and the rapid production of knowledge and innovation is critical to organizational 

survival” (Uhl-Bien et al., 2007, p. 299). 
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Needs-supply Fit – “Correspondence between employee needs (e.g., for autonomy at 

work) and what the job supplies (e.g., giving employees a high level of discretion over 

performing their work)” (Klaic et al., 2018, p. 672). 

Organizational Tenure – “The length of time that an individual has been in the 

employment of an organization” (Hu et al., 2019, p. 3). 

Ontology – “Assumption about the nature of reality.” (Creswell & Poth, 2018, p. 326). 

Post-Positivism – “Assumes that there is a single, mind-independent reality, though it 

can be only understood imperfectly, … that social scientific research is value-laden, … 

that the aim of social scientific research is to describe, explain, predict, and intervene 

social phenomena” (Shan, 2022, pp. 2-3).  

Preference – “The power or opportunity of choosing” (Merriam-Webster, n.d.). 

Psychological Contract – “An implicit relationship between paid employees and their 

employers that constitutes an unwritten contract between them” (Liu & Jia, 2022, p. 29). 

Self-Efficacy Theory – “Performance accomplishments, vicarious experience, verbal 

persuasion, and physiological states … these internal and external factors relate to one’s 

relative belief in being able to complete a task or behavior” (Ortlieb & Schatz, 2020, p. 

737). 

Social Exchange Theory – “Postulates that an employee who believes that his/her 

organization values his/her contribution either by including them in the elite workforce or 

other ways, feels an obligation to reciprocate through positive behavior like job 

performance and organizational citizenship behaviors” (Yogalakshmi & Suganthi, 2018, 

p. 889). 

Talent Management – “TM is an evolving system emerging from managers’ temporal 
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agency, which ensure a dynamic adjustment between the company’s needs and the 

capabilities of its workforce” (D’Armagnac et al., 2021, p. 2786).  

Teleology – “Associated with a strict translation of “telos” – focusing on the idea of a 

goal, a completion or a determined end-point” (O’Brien et al., 2020, p. 2). 

Turnover Intentions – “Individuals’ perceived likelihood that they will be staying or 

leaving their employing organization” (Nauman et al., 2021, p. 2). 

Workplace Spirituality – “The effort to find greater purpose and meaning in life, 

establish connections with co-workers and strive for alignment of one’s values with that 

of the organization” (Milliman et al., 2003, p. 427). 

Significance of the Study 

This study proved significant for both theory and practice. During a 

comprehensive literature review, no previous research linking human agency to turnover 

intentions materialized. Thus, this study was the first to link the construct of human 

agency to turnover intentions in organizations. The lack of research on agency and 

turnover intentions meant that there was a gap in knowledge of how agency influences 

other constructs in relation to turnover intentions as well. This gap in knowledge defaults 

to a lack of informed practice, whereby practitioners can purposefully shape given 

constructs to achieve desired outcomes.  

For theory, this study extended the findings of previous researchers linking 

affective commitment, needs-supply fit, and career satisfaction to turnover intentions by 

demonstrating the role agency also plays (Kmieciak, 2022; Van Vianen, 2018; 

Verbruggen & Van Emmerik, 2020). The findings may help to complete nomological 

frameworks of work construct interrelations. As theory translates to practice, an 
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improved understanding of frameworks and interrelations may also improve practitioner 

efforts. Specifically, the theorized mediating relationship between agency, affective 

commitment, needs-supply fit, career satisfaction, and turnover intentions further 

developed the literature related to agency and turnover intentions. In the same vein, such 

understanding may also help organizational practitioners to better make sense of retention 

data whereby efforts to increase one variable appear to have varying effects on turnover 

intentions. In sum, this study provided Army leaders with actionable insight into their 

talent management framework, simultaneously reducing the literature gap for agency and 

turnover. 

Summary 

This study focused on the literature gap for agency, with ancillary benefit to 

informing practitioner efforts to address the contemporary issue of retention for the 

Army. Because the Army was facing pressure from both degraded recruiting efforts and 

higher-than-average attrition rates, retention was a contemporarily relevant concern that 

had performance implications. In the literature, there was a gap of understanding related 

to the relationship between agency and turnover intentions. Thus, this study had both 

practical and theoretical implications. Specifically, understanding the relationships 

between agency, affective commitment, needs-supply fit, career satisfaction, and turnover 

intentions both broadened and deepened the scope of knowledge currently found in the 

literature. Broadening results related to how agency interacted across the constructs. 

Deepening results related to how agency interacted with turnover intentions. Likewise, 

organizational practitioners may find the results useful in their campaigns to improve 

retention efforts. Finally, though the cross-sectional research design will not illuminate 



   
 

21 

causal pathways, it provided a valuable foundation for future researchers to begin such 

causal investigations.  

The product of this inquiry was a replicable study that provided values-matched 

solutions to a contemporary issue. In effect, implications for this study related to both 

practical (e.g., talent management practices) and theoretical (e.g., interaction effects and 

model for agency with the other constructs) applications. Supported by a Biblical 

perspective that assumed human beings seek meaning, values-alignment, and positive 

relationships in the workplace, this study embraced a post-positivist constructionist 

perspective that acknowledged such values stances exist – whether they are 

acknowledged or unacknowledged.  

The literature review to follow in Chapter 2 centered around six constructs and a 

levels-of-explanation approach for biblical integration. The two main constructs for the 

inquiry were agency and turnover intentions. Other pertinent constructs included 

affective commitment, needs-supply fit, career satisfaction, and workplace spirituality. 

Three theories and philosophical perspectives framed the proposed interaction pathways 

between the constructs. Army research protocols prohibited the direct exploration of 

religious and spiritual views of the active duty soldiers comprising the study population, 

therefore workplace spirituality remained untested in the model.  
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CHAPTER 2: LITERATURE REVIEW 

Overview 

 This investigation examined implications for the Army talent management 

practice of preference alignment through six constructs, five of which were tested. First, 

agency was the predictor construct of interest, with a special focus on how different 

levels of perceived agency influenced relationships between the other constructs and 

turnover intentions. Second through fourth were affective commitment, needs-supply fit, 

and career satisfaction. These constructs had established relationships with turnover 

intentions from previous empirical investigations (see Cao & Hamori, 2020; Ennis et al., 

2018; Lee et al., 2018; Nauman et al., 2021; Vandavasi et al., 2021; Verbruggen & Van 

Emmerik, 2020). Fifth, turnover intent was the outcome construct of interest and related 

to an organizational outcome with performance implications. The final, and untested, 

construct was workplace spirituality. Workplace spirituality comprised three dimensions 

(i.e., individual, group, and organizational) wherein individuals could find meaning, 

camaraderie, and values alignment (Singh & Singh, 2022). 

The literature lacked depth and breadth of knowledge for the agency construct. 

Similarly, the Army recently incorporated preferences into its talent management model 

but has only implemented limited changes thus far. The relation between preferences and 

agency linked a desire to the ability to achieve the desire (Haggard, 2017). Thus, 

understanding agency may help to inform the practice of preference alignment. Such 

improved practices may extend more meaningfully throughout the Army’s total talent 

management efforts extending beyond commissioned officers into the noncommissioned 

officer and lower enlisted ranks. Finally, the theoretical model of agency, other 
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constructs, and theories of operation added to the literature pathways for how agency 

influences turnover.  

Description of Search Strategy 

 The overall search strategy was systematic and iterative. The Liberty University 

Jerry Falwell Library served as the primary tool for the literature search. The library is 

accessible online and cross-references many established databases (e.g., Emerald, 

JSTOR, ProQuest). All searches used constructs as keywords, 2018 as the year cutoff, 

and peer-reviewed journals as an inclusion criterion. In some cases, snowball sampling 

(i.e., the use of a source’s reference list to locate other relevant sources; see Wnuk & 

Garrepalli, 2018) returned relevant literature not obtained through the search procedures. 

The constructs of agency and needs-supply fit benefitted from the snowball sampling 

technique, specifically. For the affective commitment and career satisfaction constructs, a 

combined search of the target construct and turnover intentions provided a sizeable list of 

studies relevant to the research objective for this study. The combined returns were 

suitable for the turnover intentions construct as well, so no additional search for that 

construct occurred. Overall, 54 unique references (44 library returns; 10 additional 

sources from snowball sampling) published from peer-reviewed sources, mostly within 

the last five years, formed the basis of this literature review.  

 In alignment with the research objective, the literature review focused on each 

construct in terms of turnover intentions. For the agency (6 library returns; 21 sources 

used) and needs-supply fit constructs (0 library returns; 12 sources used), the combined 

search terms yielded insufficient results, forcing a broader review of the literature which 

demonstrated the current gaps in knowledge about these constructs. The affective 
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commitment (25 library returns; 14 sources used) and career satisfaction (13 library 

returns; 7 sources used) constructs yielded rich returns for different reasons. First, 

affective commitment presents a significant depth and breadth of recent research 

indicating a mature understanding of the construct. Second, career satisfaction yielded no 

returns for a combined search that included turnover intentions. However, the career 

satisfaction construct itself did present a good variety of recent research also indicating a 

mature understanding of the construct. In sum, the search strategy identified the gaps in 

current knowledge while providing a rich set of material upon which to base this 

investigation. 

Review of Literature 

Theories and Constructs 

 The theoretical model aligned three theories with five constructs. Namely, agency 

nested under self-efficacy theory, affective commitment and needs-supply fit nested 

under social exchange theory, and career satisfaction and turnover intentions nested under 

affective events theory. The model also extended into three philosophical perspectives of 

ontology (i.e., reality itself; Jacquette, 2014), epistemology (i.e., perception of reality; 

Pritchard, 2016), and teleology (i.e., action pathways; O’Brien et al., 2020). Career 

satisfaction and turnover intentions under affective events related to an individual’s 

ontological self-perspective. Affective commitment and needs-supply fit under social 

exchange related to an individual's epistemic appraisal of their personal and 

organizational relationships in the environment. Agency under self-efficacy related to an 

individual’s teleological perspective for what they were able to achieve through action. 

Figure 2 demonstrates the theoretical alignment.  
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Figure 2 

Nomological Model: Theoretical Alignment 

 

Note. Proposed theoretical alignment with identification for where each theory affects the 

relationships between constructs. This theoretical alignment is postulated and not tested. 

Future research should investigate these mechanisms of interaction to confirm or refute 

their veracity.  

Self-Efficacy Theory 

 Self-efficacy theory, as developed by Bandura (1977), explains human behaviors 

related to initiating structure, duration of effort, abandonment, and avoidance. If a person 

appraises that their abilities exceed what is required to obtain a desired outcome in a 

given setting, that individual senses self-efficacy and is more likely to initiate and 

maintain effort to achieve the end result. Conversely, if the individual perceives that their 

abilities fall short, they are more likely to abandon their effort prematurely or avoid the 

effort altogether. Thus, an individual’s perception of self-efficacy can help or hinder their 

ability to obtain favorable outcomes for themselves.  

 Bandura (1982) further developed the construct of self-efficacy in an academic 
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context. Finding that students with high levels of learning self-efficacy addressed difficult 

studies with more vigor and better results than those studies that were deemed easy, 

Bandura (1982) demonstrated that the likelihood of effort invested correlated with the 

level of perceived challenge. Plainly, if a task was too easy, then it would not warrant 

earnest effort. Further, Bandura (1977, 1982) also noted the feedback mechanism of self-

efficacy, wherein repeated successes and failures respectively increased or decreased 

perceived self-efficacy. Finally, Bandura (1977, 1982) noted that the self-efficacy 

feedback mechanism operated upon individuals, interpersonal sets, and groups alike. 

Self-efficacy extends from the academic experience into the broader world and 

affects individuals alone, individuals as spectators, and groups (Bandura, 2006). When 

people observe others whom they perceive to have similar abilities achieve or fail, they 

project those outcomes upon themselves (Bandura, 1982). In effect, when one person 

succeeds, others who perceive similar abilities will expect to succeed as well. Such an 

expectation increased the likelihood that the observing individual would also initiate and 

maintain effort to achieve the desired outcome. Similar to the individual experience, 

groups appraise challenges and then initiate, maintain, abandon, or avoid effort according 

to their perceived self-efficacy. In this sense, people and groups alike leverage self-

efficacy to generate experiences and outcomes that then foster commensurate perceptions 

of meaning, direction, and satisfaction (Bandura, 2006).  

Other researchers have confirmed the mechanisms of self-efficacy theory in other 

settings. Specifically, appraisal, effort, outcomes, feedback, individual, interpersonal, and 

group mechanisms appeared to operate similarly in other educational and healthcare (see 

Bayir & Aylaz, 2021; Dziaugyte et al., 2017; Ortlieb & Schatz, 2020) settings. Further, 
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the findings for self-efficacy have been replicated across culture systems, from 

populations in North America, Europe, and Asia (Bandura, 2006; Bayir & Aylaz, 2021; 

Dziaugyte et al., 2017; Ortlieb & Schatz, 2020). Thus, across cultures, self-efficacy 

relates to effort and can enhance individual and group well-being, performance, and 

satisfaction.  

 Agency. 

 The construct of agency remains under-examined in industrial-organizational 

research. Yet, the effects of agency remain observable throughout history. In a cross-

disciplinary review of ancient history, Seligman (2021) identified agency as a major 

component of Greco-Roman storytelling from 1200 BCE through 400 CE. Notably, the 

presence of a sense of agency in ancient stories correlated with societal advancement, 

whereas its absence correlated with societal stagnation. Seligman (2021) tied external 

pressures (i.e., foreign invasions) to mental state changes (i.e., from non-agency to 

agency), indicating that the sense of agency may fluctuate with the environment. Zhao et 

al. (2022) advanced Seligman’s (2021) Western population findings using an Eastern 

Chinese population from 1600 BCE through 200 CE. While Zhao et al. (2022) noted 

differences between operational levels (i.e., individual or collective), they confirmed that 

a sense of agency correlated with societal advancement while the lack thereof correlated 

with societal decline. Agency, then, has a positive correlation with group advancement 

and a negative correlation with group decline. As such, agency is an important construct 

for industrial-organizational researchers and practitioners alike.  

 Agency is a fundamental element of the human experience that arises during 

infancy and develops throughout the lifetime (Bandura, 2006; Braun, 2018). Braun et al. 
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(2018) noted that the sense of agency differentiated experiences of authorship and 

observation when people reflected upon their actions and the subsequent outcomes. 

Agency, then, is a relational (i.e., linking actions and effects), global (i.e., equally 

relevant in physical, visual, and auditory senses), efferent (i.e., projection of an 

anticipated outcome), and individualized (i.e., not attributed to others) contingency 

model. Within this model, the intrapersonal, behavioral, and environmental factors 

interact to influence the perception of agency (Bandura, 2006; Engbert et al., 2008). 

Viewed from the contingency perspective, agency clearly relates to self-efficacy (see 

Bandura, 1982) and the potential positive outcomes associated with high levels of each 

(i.e., capacity for self-development, optimistic outlooks, perseverance through difficulty, 

resilience through adversity, elevated emotional health, and improved decision-making; 

Bandura, 2006). Thus, a sense of agency is essential for human thriving.  

 In the literature, multiple perspectives of agency exist. In the vein of thriving, 

agency is a goal-directed behavior intended to effect an environmental change (Moore & 

Obhi, 2012). In the vein of well-being, agency buffers against depression and psychosis 

by providing a sense of control to the individual (Haggard, 2012; Moore, 2016; Schwarz 

et al., 2018). In the vein of social context, individuals leverage agency as a transformative 

tool to improve their social position and personal development (Kajamaa & 

Kumpulainen, 2019). For social scientists, agency relates to a perceived ability to act 

(Haggard, 2017). For medical scientists, agency relates to motor function control 

(Haggard, 2017). Put simply, agency approximates the feeling of “being in the driver’s 

seat” (Moore, 2016, p. 1) or being in charge (Van den Bussche, 2020) when acting.  

 The sense of control that agency provides is important for the concept of 
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responsibility, which impinges upon ethical, legal, and health considerations (Haggard, 

2012; Kuus, 2019; Moore, 2016; Schwarz et al., 2018; Silver et al., 2020). Agency 

operates via personal power (see participatory capital; Bayat & Fataar, 2020), whereby 

the individual leverages their resources to obtain a desired outcome, thus implicating 

ethical concerns (Kuus, 2019). The sense of being in charge relates to voluntary intent, 

attributing responsibility for right and wrong and aligning with corresponding legal and 

other social behavior guidance systems (Silver et al., 2020; Van den Bussche, 2020). 

Lacking a sense of agency may inculcate a sense of hopelessness or a sense of no 

responsibility, resulting in negative health outcomes such as depression and psychosis 

(Haggard, 2012; Moore, 2016; Schwarz et al., 2018). Thus, a positive sense of agency 

aligns individuals and groups toward healthy co-existence.  

 Determining a positive sense of agency is problematic. As Haggard (2017) noted, 

agency is a phenomenally thin (i.e., lacking vivid recall) construct. Because people have 

a difficult time determining their agency as well as that of others (see Engbert et al., 

2008; Moore, 2016; Moore & Obhi, 2012), behavior models are useful for determining 

the construct’s presence. Different researchers have proffered different models (cf. 

Bandura, 2018; Braun et al., 2018; Haggard, 2017; Schwarz et al., 2018), but they all 

generally consist of forming an intention to act, anticipating an outcome of the action, 

conducting the action, evaluating the outcome, and attributing agency to the process (see 

comparator model; Haggard, 2017).  

 Models for the agency construct have illuminated both its contingent nature and 

generalized themes by age groups. For instance, Heckhausen et al. (2019) found that 

younger people tended to experience anger while striving for developmental gains, 
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whereas older people tended to experience sadness for unattainable goals and losses 

while striving to avoid developmental decline. Heckhausen et al. (2019) used a selection-

optimization-compensation model to illuminate agentic strategies. In this model, 

selection refers to narrowing options in preference of targeted developments, 

optimization refers to investing resources in those preferred developments, and 

compensation refers to adjustments to developmental losses. Thus, the literature supports 

two levels of agency: the micro-action level (see comparator model; Haggard, 2017), and 

the meta-strategy level (see selection-optimization-compensation model; Heckhausen et 

al., 2019). Agency, however, also operates via different modes.  

 Agency may operate through four modes: individual, proxy, collective, and 

institutional. Bandura (2018) noted three modes of agency: (a) individual (e.g., personal 

influence on the environment), (b) proxy (e.g., interpersonal influence for those who can 

change environmental conditions), and (c) collective (e.g., interdependent influence for 

those environmental conditions not adequately addressed alone). Maier and Simsa (2021) 

offered the fourth agentic mode: institutional agency (e.g., an individual’s efforts to shape 

their institutional outcomes). Again, through these modes, the agentic experience remains 

contingent upon the environment. Simply put, agency will not manifest the same way in 

every situation. For instance, the tendency of institutions to affect behavior, emotion, and 

cognition through prescribed action templates shapes the behavioral patterns and beliefs 

of individual members (Hitt et al., 2018; Hughes et al., 2019). The power institutions 

possess relates to individual costs associated with the exercise of agency to take actions 

that do not conform with prescribed action templates. Thus, in each mode of agentic 

action, it is the individual’s perception of the contingent environment (e.g., individual or 
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collective abilities, resources available, barriers to action, likely outcomes, etc.) that 

remains the most important consideration.  

 The individual perspective of the contingent situation affects agentic outcomes. In 

assessing their abilities, individuals evaluate their participatory capital (i.e., information 

and interpersonal resources; Bayat and Fataar, 2020). This participatory capital becomes 

the basis of power the individual leverages to support actions that obtain desired 

outcomes. Particularly salient in the workplace, individual exercise of participatory 

capital becomes possible through skill development, interpersonal relationships, and the 

use of organizational systems (Chen & Hong, 2020). Of note, an individual’s social 

position (e.g., leader or follower) may impinge upon their critical evaluation of the 

situation and their ultimate decision to act. The possible problem extends both positively 

and negatively. A person identifying an issue and implementing an effective mitigation 

strategy will set the organization on a positive path. Conversely, a person implementing 

an ineffective mitigation strategy will further frustrate the organization and its ability to 

perform. Likewise, employees who either do not possess the requisite participatory 

capital or who do and fail to leverage it will also fail to enable favorable outcomes. Thus, 

agency clearly links to organizational performance.  

Social Exchange Theory 

 In organizations, a subjective evaluation system through which organizations and 

employees trade rewards and effort exists. Social exchange theory is an explanatory 

theory for the subjective evaluation system (Blau, 1964b). Social exchange theory 

indicates an interpersonal system of trade that relies upon social norms to determine 

broadly ambiguous rates (Blau, 1964b). Unlike economics wherein exchange rates 
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commonly have a concrete value, social exchange relies upon normative appraisals of 

effort and reward that may be intangible, tangible, or both (Blau, 1964a). Ambiguity in 

the social exchange process derives from its subjective nature.  

The effectiveness and efficiency of social exchange in organizations depends 

upon the level of match between organizationally provided rewards and the employees’ 

perceived needs (Cao & Hamori, 2020). In operation, an organization may satisfy 

employee needs through monetary or social recognition incentives. For some employees, 

monetary needs may be rated higher than their social recognition needs, and vice versa. 

The incentives that meet employees’ higher needs will engender better attitudinal and 

effort-giving responses (Abdelmoteleb, 2020; Cao & Hamori, 2020; Piasecki, 2020; 

Yogalakshmi & Suganth, 2018). Thus, the social exchange relationship is contingent at 

the individual level.  

The psychological contract and norm of reciprocity are mechanisms that operate 

at the individual level and facilitate social exchange. For instance, Liu and Jia (2022) 

noted that psychological contracts are unwritten understandings between employees and 

organizations that may be transactional (i.e., more economic and tangible) or relational 

(i.e., more social and intangible) in nature. Employees who perceive that the organization 

adheres to the psychological contract will support the organization’s goals and provide 

greater effort to obtain them than employees who perceive otherwise (Liu & Jia, 2022).  

Somewhat similarly, the norm of reciprocity engenders a sense of obligation felt 

by the receiver of valued physical or psychological resources (e.g., economic, social, 

emotional; Singh, 2022). The receiver then seeks to balance the exchange relationship by 

responding positively (e.g., with greater effort; Abdelmoteleb, 2020). Predictable 
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obtainment of valued resources builds trust through reciprocity, as whenever the receiver 

responds positively, they continue to have their needs satisfied (Piasecki, 2020). When 

employees believe that their organizations will meet their responsibilities regarding the 

psychological contract and when a sense of trust develops from the balanced reciprocal 

exchange, employees will find greater meaning in work and interconnectedness, as well 

as lower intentions to leave (Bhaskar & Mishra, 2019).  

 Affective Commitment. 

 Organizational commitment comprises three facets: (a) affective, the perceived 

want to stay; (b) normative, the perceived obligation to stay; and (c) continuance, the 

perceived need to stay (Ennis et al., 2018). Further explored, affective commitment 

relates to an individual’s organizational attachment, identification, and involvement 

(Albrecht & Marty, 2020; Thoresen et al., 2003). Other authors have more simply defined 

affective commitment as an emotional bond or psychological bond between the 

individual and the organization (Charbonneau & Wood, 2018; DiPietro et al., 2020; 

Gardner et al., 2011).  

The construct of affective commitment is well-researched with established links 

to performance and retention outcomes (Gun et al., 2021). Thoresen et al. (2003) found 

that positive affect significantly correlated with positive job attitudes (i.e., individually 

contingent attachment to an organization via an evaluation process; Lee et al., 2018) and 

individual outcomes, whereas the reverse was true as well. Affective commitment relates 

positive affect with increased individual performance, change tolerance, dedication, 

loyalty, goal alignment, and decreased turnover intentions (DiPietro et al., 2020; Ennis et 

al., 2018; Gardner et al., 2011; Gun et al., 2021; Jang & Kandampully, 2018; Manas-
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Rodríguez et al., 2020; Kmieciak, 2022). The positive affect related to affective 

commitment generally arises via social exchange processes.  

Social exchange processes that influence affective commitment include 

leadership, human resource practices, organizational support, and interpersonal 

relationships. Leadership practices relate to supportive leadership styles, such as 

transformational leadership, that place employee needs first and engender a sense of 

obligation to meet the organization’s goals via the norm of reciprocity (Ennis et al., 2018; 

Jang & Kandampully, 2018; Manas-Rodríguez et al., 2020). Human resource practices 

include motivation-enhancing (e.g., performance feedback and incentives), 

empowerment-enhancing (e.g., information sharing and participatory decision making), 

and skill-enhancing (e.g., development activities) practices that also engender a sense of 

reciprocal obligation (Gardner et al., 2011). Organizational support is the perceived 

attempts of the organization to support employee personal, work, or organizational needs 

that again activate reciprocation behaviors (Esop & Timms, 2019; Kmieciak, 2022; 

Yogalakshmi & Suganthi, 2018). Interpersonal relationships interact via social exchange 

to offset employee group treatment differences (i.e., core: the employee group targeted 

with commitment-maximizing practices; periphery: the employee group that represents 

cost-savings; Piasecki, 2020) and strengthen the positive effects of supportive leadership, 

human resource practices, and organizational support (Ennis et al., 2018; Gardner et al., 

2011; Yogalakshmi & Suganthi, 2018). As observed through these interactions, affective 

commitment is contingent at the individual level, similar to agency.  

Affective commitment’s contingent model is multilayered. For instance, 

remuneration operates via a base model system. When remuneration is too low, affective 
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commitment does not exist (DiPietro et al., 2020). However, remuneration raises will not 

significantly increase affective commitment past the base level (DiPietro et al., 2020). 

Interestingly, the base level of remuneration needs for an individual may change during 

the individual’s organizational tenure.  

For instance, the psychological contract has changed as the focus on career 

management now lies at the individual level (vs. the organizational level; Yogalakshmi & 

Suganthi, 2018). Thus, organizations invest in employee skill development for immediate 

outcomes, whereas employees obtain greater depth and breadth of skills to become more 

employable. Yogalakshmi and Suganthi (2018) explained that organizations have traded 

job security for employability, giving individuals developmental work opportunities to 

attain their personal goals. Thus, the changing psychological contract has shifted from a 

focus on lifetime retention to a focus on individual goal attainment (Yogalakshmi & 

Suganthi, 2018). Such skill and experience improvement makes employees attractive to 

other organizations, in turn raising the potential remuneration base level for that 

employee and increasing turnover intentions if the base level is not met (Gardner et al., 

2011).   

Another layer of affective commitment’s contingent model involves employee 

differentiation. Those employees in the core segment of the human resources population 

enjoy more support, development, benefits, and pay from the organization than those 

employees in the peripheral segment (Piasecki, 2020). The greater the distinction 

between differentiated groups, the greater the sense of disenfranchisement for employees 

in the peripheral segment (Piasecki, 2020). Further, greater levels of differentiation affect 

justice perceptions, which negatively impact the formation of affective commitment, via 
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the norm of reciprocity (Esop & Timms, 2019). As a caveat, and linking back to the 

aforementioned leadership and interpersonal relationship processes, individual 

personalities, leadership interactions, and co-worker support all mediated the deleterious 

effects of high levels of employee segment differentiation in separate studies (Albrecht & 

Marty, 2020; Esop & Timms, 2019; Kmieciak, 2022). Affective commitment’s dynamic 

layers of remuneration, psychological contracts, and differentiation paint the picture of 

another individually contingent construct.  

At its base, affective commitment relates to the feeling of wanting to be in an 

organization (Thoresen et al., 2003). This basic predilection further relates to the 

individual aligning personal goals with the organization (Lee et al., 2018). Being able to 

align goals indicates that the individual can ascertain the overall direction of the 

organization. When organizational direction is unclear, employees are less committed – 

likely related to the inability to align relevant goals (DiPietro et al., 2020; Lee et al., 

2018). Paramount during change is maintaining the employee’s desire to remain with the 

organization. Retention during change offsets other organizational costs and 

inefficiencies, by reducing turnover costs associated with recruitment, selection, 

placement, and training while maintaining critical tacit knowledge (Ennis et al., 2018; 

Lee et al., 2018). Thus, especially in chaotic operating environments, affective 

commitment practices converge at the individual level, among multiple layers 

simultaneously.  

A long-term approach to employee support is the most effective for maintaining 

affective commitment. Continually rebalancing remuneration, leadership, and employee 

job roles is important (DiPietro et al., 2020). Matching employee skill development with 
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flexible assignments, internal promotions, job redesigns that include greater decision-

making authorities, and remuneration packages are practices that have all improved 

affective commitment (Ennis et al., 2018; Lee et al., 2018; Manas-Rodríguez et al., 

2020). Leadership is critical in facilitating these processes at the individual level.  

Leadership affects both individual and organizational outcomes for affective 

commitment (Charbonneau & Wood, 2018; Manas-Rodríguez et al., 2020). Collective 

affective commitment (i.e., shared organizational loyalty and alignment with 

organizational goals) is a competitive advantage for the organization (Albrecht & Marty, 

2020; Gardner et al., 2011). These findings remained true among a military population, 

wherein affective commitment directly related to individual and organizational 

performance through positive effects upon turnover intentions, actual turnover, 

interpersonal relationships, physical health, and psychological well-being (Charbonneau 

& Wood, 2018). Further, affective commitment significantly related to organizational 

cohesion, citizenship behaviors, leadership perceptions, and justice perceptions 

(Charbonneau & Wood, 2018). In sum, affective commitment is contingent at the 

individual level, multilayered, directly related to performance, and salient in a military 

context.  

 Needs-supply Fit. 

 Fit has several dimensions articulated in the literature that broadly relate to 

alignment between the individual and the organization, with positive outcomes related to 

higher levels of motivation and lower levels of turnover intentions (Andersson et al., 

2020; Lu et al., 2019; Schwepker, 2019). Needs-supply fit is one dimension that indicates 

an individual’s perception of balance between a broad array of financial, social, and 
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psychological needs (Dorendahl et al., 2020; Travaglianti et al., 2017). More simply, 

needs-supply fit is a perceived match between individual needs and available supplies in 

the environment (Gerdenitsch et al., 2018; Van Beurden et al. 2022; Wang, 2022). 

Because needs-supply fit is a subjective appraisal of individual needs and environmental 

supplies, the construct is contingent at the individual level (Klaic et al., 2018; Liu & Jia, 

2022; Vandavasi et al., 2021). However, the relatively sparse literature available for 

needs-supply fit makes it difficult to understand the mechanisms through which it 

operates.  

Social exchange theory may be a mechanism through which needs-supply fit 

operates, whereby higher levels of perceived needs satisfaction relate to higher levels of 

enacted effort (Abdelmoteleb, 2020). For instance, developmental job experiences (i.e., 

challenging assignments and experiences that build knowledge and skills) that align with 

an individual’s perceived needs result in greater levels of employee performance, 

satisfaction, and retention (Cao & Hamori, 2020). However, if such perceived needs (e.g., 

pay, development, work experiences) are available elsewhere, the employee is more 

likely to turnover in pursuit of obtaining their needs-supply fit (Cao & Hamori, 2020). 

Importantly, supplying needs can neither be a one-size-fits-all nor a spray-and-pray 

approach, because the ultimate utility and personal value are individually subjective 

appraisals (Cao & Hamori, 2020).  

Balance for needs-supply fit is important because both oversupply and 

undersupply result in negative outcomes. Specifically, needs-supply mismatch can lead 

employees to experience negative emotional affect, lower skill acquisition rates, and 

exhaustion (Cao & Hamori, 2020). These negative effects in turn reduce individual and 
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organizational performance levels (Cao & Hamori, 2020). Thus, the efforts of employees 

to match, and maintain the match, between their needs and environmental supplies 

identifies both a problem and a solution.  

Understanding how to leverage preferential choice-power (viz., agency) for 

needs-supply fit requires understanding three principles. First, fit predicts individual 

outcomes better than the person or the environment alone (Van Beurden et al., 2022). 

Second, better outcomes occur when personal and environmental characteristics match – 

independent of the level of the characteristics (Van Beurden et al., 2022). Third, misfits 

between personal and environmental characteristics lower positive outcomes – 

independent of the direction of the misfit (Van Beurden et al., 2022). Additionally, 

employees may elect to leave an organization when supplies are unaligned with needs, 

instead of addressing the issue (Van Vianen, 2018). Therefore, it may be better to enable 

individuals to align organizational supplies with their perceived needs (viz., exercise 

agency).  

Employees generally prefer work environments that enable the utilization of their 

knowledge and skills (Abdelmoteleb, 2020). Therefore, organizations that provide skill 

mastery and achievement opportunities through work assignments will obtain higher 

levels of employee effort (Abdelmoteleb, 2020). However, the highly differentiated 

nature of individualized needs-supply fit makes supplying the relevant needs in 

appropriate amounts very difficult across organizations. Given that personalities matter as 

much to needs perception as does the specific job function, it may be most useful to 

enable individuals to align needs with supplies (viz., agency) themselves (Dorendahl et 

al., 2020). Even at lower levels of need satisfaction, alignment will still produce better 
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outcomes than supplies unaligned to needs (Van Beurden et al., 2022). Thus, providing a 

wider breadth of supplies at a lower depth may be more impactful for performance, 

retention, engagement, proactiveness, citizenship behaviors, and other positive outcomes 

(Travaglianti et al., 2020; Van Beurden et al., 2022; Vandavasi et al., 2021). In addition 

to individual agency, leadership is also important for needs-supply fit.  

Klaic et al. (2018) linked needs-supply fit to transformational leadership. 

Transformational leadership contains four main components: idealized influence, 

intellectual stimulation, inspirational motivation, and individual consideration (Maduka et 

al., 2018). While each of the four components of transformational leadership requires a 

degree of individualization, the last – individual consideration – explicitly requires such 

authenticity in leader-follower interactions. Specifically, leaders who satisfy employee 

needs tend to generate greater group identification, performance, knowledge sharing, 

creativity, well-being, satisfaction, and stress resiliency among employees (Klaic et al., 

2018). Therefore, the exercise of individual consideration and agency is more likely to 

enable individuals to perceive needs-supply fit and feel that they are well-situated in the 

organization, becoming more likely to exert effort and less likely to leave.  

Of interest to Army populations, studies involving meaningfulness and volunteers 

provide complimentary findings. The Army leverages a sense of meaning to compel 

Soldiers to overcome adversity (Department of the Army, 2019, 2022). Vogel et al. 

(2020) noted three components of meaningfulness: (a) purpose: future orientation; (b) 

self-efficacy and control: outcome responsibility; and (c) self-worth and belonging: social 

connections. The Army also has a workforce entirely comprised of volunteers. In 

volunteering contexts, needs-supply fit fully mediated management practices and 
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individual satisfaction (Liu & Jia, 2022). Further, using the psychological contract (i.e., 

implicit relationship between employees and employers relating to the exchange of 

resources and relationships), Liu and Jia (2022) noted that volunteers expect their 

organization to provide ability, motivation, and opportunity-enhancing support in trade 

for their efforts. Noting how training is useful for both socialization and development, 

Liu and Jia (2022) also asserted the importance of the opportunity to utilize gained 

knowledge and skills. In their study, Liu and Jia (2022) demonstrated that volunteers 

remain aligned to meaningfulness components of a future orientation, outcome 

responsibility, and social connections (cf. Vogel et al., 2020).  

Needs-supply fit plays a major role in retention and is possibly the most important 

type of fit in terms of retention (Cao & Hamori, 2020). For instance, if a perceived needs-

supply fit exists elsewhere and that acts as an impetus for turnover, then that mechanism 

may be described as a pulling force (Vandavasi et al., 2021). In the contemporary work 

environment, lifetime employment with one organization is no longer the norm (Cao & 

Hamori, 2020). Because some of the management practices that contribute to needs-

supply fit also contribute to employee mobility, understanding how to align work 

assignments with skill development is important, as the balance of needs and presently 

provided supplies changes when knowledge and skills increase. To that end, just as the 

employee seeks meaningfulness, so too must the organization supply dynamic future 

orientations, responsibilities, and connectedness opportunities. In so doing, the 

organization will generate a pulling force that improves the retention of critical human 

talent. 

Affective Events Theory 
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 The concept behind affective events theory is the interaction between events, 

emotions, attitudes, and behaviors. Nimon et al. (2021) stated that affective events theory 

explained the influence of emotional experiences upon subsequent attitudes. Reynolds-

Kueny et al. (2020) noted that emotions generated in response to events led to behavior 

aligned with an affective state. In the work environment, any number or combination of 

conditions may impinge upon employee emotions in varying ways. Such impingements 

are describable as events. These events interact with the employee’s personality to bring 

forth emotional responses that shape evaluative processes that inform attitudes (e.g., 

satisfaction) and behaviors (e.g., performance; Junca-Silva et al., 2021).  

Affectively influenced behaviors illuminate the difference between those driven 

by affective and cognitive states. First, emotional responses influence affectively based 

behaviors (Itzkovich et al., 2022). In this affective process, an event causes an emotional 

response that leads to a behavior. Second, affectively informed attitudes influence 

cognitively based behaviors (Lou & Chea, 2018). In the cognitive model, an event causes 

an emotional response that influences an attitude, which leads to a behavior (Lou & Chea, 

2018). Thus, while behaviors may derive from emotions or attitudes, the affective events 

theory can explain both pathways.  

Attitudes, such as satisfaction, are important in the work environment. For 

instance, satisfied employees are more likely to perform better, exhibit citizenship 

behaviors, and have lower turnover intentions (Nae et al., 2021; Singh, 2022; Verbruggen 

& Van Emmerik, 2020). Thus, understanding how events influence attitudes through 

affect is important because of the implications held for future behavior (Nimon et al., 

2021). Junca‐Silva et al. (2021) explained that events occur throughout the day and can 
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go unnoticed (i.e., micro-events), generating positive or negative affective responses. 

Further, personality, mood, and work environment are all contextually contingent factors 

that influence the direction, maintenance, and intensity of the resulting affect (Junca‐

Silva et al., 2021; Nimon et al., 2021). This contingent model emphasizes the importance 

of using the affective events theory to demarcate each characteristic, individual and 

environmental, to determine interactions and their effects upon subsequent attitudes and 

behaviors.  

Finally, the ability of affective events theory to explain behaviors is incredibly 

important for organizations. For instance, turnover or performance behaviors have direct 

implications for organizational health and productivity. Organizational practitioners who 

maximize positive micro-events (e.g., accomplishments, positive feedback, preference 

alignment) and minimize negative micro-events (e.g., negative feedback, multiple 

assignments, negative interpersonal interaction), will set the conditions for better 

attitudinal and behavioral outcomes in the workplace (Junca‐Silva et al., 2021; Luo & 

Chea, 2018). Aligned with attitudes and behaviors, this study nests career satisfaction and 

turnover intentions with the affective events theory.  

 Career Satisfaction.  

 The attitude of satisfaction has important implications for individual and 

organizational outcomes. Satisfaction involves a subjective individual appraisal of an 

object or circumstance with an associated positive or negative valence (Kessler et al., 

2020; Steel et al., 2019; Waltz et al., 2020). Career satisfaction, then, is a facet of the 

globalized construct that focuses on the individual’s career experience (Vem et al., 2019; 

Verbruggen & Van Emmerik, 2020). Career satisfaction differentiates from job 
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satisfaction by the focus on the individual’s entire working career versus the individual’s 

current working assignment (Nauman et al., 2021; Vandavasi et al., 2021). For instance, 

within an organization, developmental job experiences, lateral moves, and promotions all 

represent job changes that relate to varying job satisfaction perceptions. Individuals 

appraise career satisfaction as a compilation of their job experiences (Verbruggen & Van 

Emmerik, 2020). This is an important consideration for organizations that mobilize 

human talent within the organization as part of developmental and retention efforts.  

Career satisfaction indicates an individual’s positive or negative appraisal of their 

career as a balance between their goals and expectations (Nae & Choi, 2021; Nauman et 

al., 2021). Boamah et al. (2022) posited that the balance could be between individual 

career outcomes (e.g., pay, development, promotion) and personal outcomes (e.g., goals, 

expectations, accomplishments). Individuals who perceive career satisfaction are more 

likely to be involved in their work, more likely to enact citizenship behaviors, and less 

likely to experience burnout, which improves performance and retention outcomes 

(Bhaskar & Mishra, 2019; Singh, 2022; Verbruggen & Van Emmerik, 2020). 

Career satisfaction operates via affective events theory, wherein the individual 

appraises positive or negative valences from workplace experiences which then influence 

attitudes, such as satisfaction (Itzkovich et al., 2022; Nimon et al., 2021; Reynolds-Kueny 

et al., 2020). Valences for career satisfaction form when individuals appraise internalized 

psychological and material career outcomes against their expectations (Bhaskar & 

Mishra, 2019; Singh, 2022). For instance, employees who experience preference-aligned 

internal job transitions experience a positive valence and exhibit improved career 

satisfaction and retention outcomes (Verbruggen & Van Emmerik, 2020).  
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Personality and environmental characteristics impinge upon career satisfaction, 

making the construct contextually contingent. Nae and Choi (2021) found that attachment 

styles significantly influenced human resources practices in different ways. For instance, 

a secure attachment style correlated career satisfaction with autonomy and flexibility, 

whereas counter-dependent and over-dependent attachment styles correlated career 

satisfaction with stable career maps (Nae & Choi, 2021). Similarly, environmental factors 

such as being valued, positive change events, negative change events, sense of 

community, meaningful work, and organizationally supported agency all correlate with 

career satisfaction (Bhaskar & Mishra, 2019; Boamah et al., 2022; Singh, 2022). Notably, 

for a sense of community, off-the-job-embeddedness (i.e., community fit and 

socialization) amplified the interaction between career satisfaction and turnover 

intentions (Verbruggen & Van Emmerik, 2020).  

The sense of agency has an important link to career satisfaction. The ability to 

control career development and to adapt to changing environmental cues significantly 

correlated with career satisfaction (Boamah et al., 2022; Nauman et al., 2021). 

Additionally, such agency and subsequent career satisfaction led to greater levels of well-

being, career success, and commitment beyond one job and over the course of the 

individual’s career (Boamah et al., 2022; Singh, 2022; Verbruggen & Van Emmerik, 

2020). Therefore, as Vem et al. (2019) noted, career satisfaction clearly holds a 

consequential influence on other constructs as well.  

 Turnover Intentions.  

 Turnover intentions, intention to leave, and intention to stay are constructs readily 

assessed in psychological, human resources management, and business literature. In the 
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psychological literature, the study of turnover intentions relates to individual perceptions 

that span affective, cognitive, and behavioral domains (Lehmann et al., 2021; Li et al., 

2018). In human resources management literature, the study of turnover intentions relates 

to organizational health, balanced between human capital productivity and costs (De 

Winne et al., 2019). In business literature, turnover intentions relate to organizational 

performance over time (Afsar et al., 2018; Hussain & Deery, 2018; Yu & Lee, 2018). 

Synthesizing, across the literature, the construct of turnover intentions commonly relates 

to an individual’s plan to leave their current job. 

Turnover and turnover intentions are not the same; however, they generate similar 

effects. Turnover is a behavior – the act of leaving a job. Turnover intentions represent an 

attitude that relates to an individual’s conscious willingness to leave an organization, 

increasing the probability of the behavior (Gun et al., 2021). The literature established 

clear directionality between the attitude and the behavior of turnover, illuminating similar 

effects and activation pathways in the process (Boamah et al., 2022; Gun et al., 2021). 

The continuously changing relationship between employees and employers has 

dynamic effects on turnover. In terms of the psychological contract, affective 

commitment (see Yogalakshmi & Suganthi, 2018) and needs-supply fit (see Liu & Jia, 

2022) practices have adapted to realign at the individual level (vs. organizational) with 

impermanent exchange relationships (e.g., effort and reward balance). Individualized and 

impermanent foci have increased worker mobility, resulting in average tenures of about 

four years in 2022 (Bureau of Labor Statistics, 2022). Further, among workers aged 

between 25 and 34, the average tenure in the same time period was under three years 

(Bureau of Labor Statistics, 2022). The rate of turnover is a concern for organizations, in 
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terms of being both too fast or too slow.  

De Winne et al. (2019) noted that turnover holds a curvilinear relationship with 

organizational performance. Specifically, too little or too much turnover results in lower 

performance, whereas an optimal amount of turnover begets performance gains (De 

Winne et al., 2019). The optimal amount of turnover is contextual, with factors such as 

industry type (e.g., marketing vs. accounting) and business environment (e.g., growth vs. 

recession) shaping the performance relationship. However, the majority of the literature 

remarks upon the negative effects of turnover behavior, such as increased training and 

recruitment expenses, fluctuating schedules, increased workloads, and decreased well-

being and satisfaction among remaining employees (Boamah et al., 2022; Ennis et al., 

2018; Gun et al., 2021; Nauman et al., 2021). Such negative effects also apply to turnover 

intentions, however only a small portion of those with an intent to leave follow through 

with the behavior (Verbruggen and Van Emmerik, 2020).  

Turnover intentions are a subjective and individualized construct. Turnover 

cognitions relate to (a) evaluations of the likelihood of leaving a current job, (b) 

expressed intent to find alternate employment, and (c) the magnitude of thoughts to leave 

the current job (Boamah et al., 2022; Ennis et al., 2018; Verbruggen and Van Emmerik, 

2020). As employees perceive greater turnover intentions, they begin to cognitively 

withdraw from the organization and actively search for other employment opportunities 

(Boamah et al., 2022). Such withdrawal behaviors typically correlate with lower 

performance, less organizational citizenship behaviors, and more deviant-type behaviors 

(Verbruggen and Van Emmerik, 2020). Turnover attitudes, without conversion to 

turnover behavior, may relate to individual perceptions of a lack of other employment 
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opportunities or dependencies (e.g., salary requirements, familial responsibilities) that tie 

them to their current job (Verbruggen and Van Emmerik, 2020).  

As covered in this section, previous research demonstrates that turnover intentions 

have psychological implications for the individual worker and viability implications for 

the organization. Of interest is how other constructs impinge upon turnover intentions for 

those individual and organizational implications. For instance, whether a positive sense 

of agency will enhance or mitigate positive or negative affective commitment, career 

satisfaction, and needs-supply fit conditions, respectively.  

Biblical Foundations of the Study 

The biblical foundation for this research helped to shape responsible inquiry, 

analysis, and reporting that aligned Scriptural principles with modern workplace issues. 

Specifically, a levels-of-explanation approach enabled a rational integration of faith and 

science. In the levels-of-explanation approach, each field of inquiry maintains self-

coherence while the researcher juxtaposes findings between the lenses of the different 

fields (Myers, 2010). Importantly, the levels-of-explanation approach maintains the 

integrity of field-specific idiosyncrasies, while allowing for interpretative conclusions 

regarding emergent phenomena that perplexingly arise at the current edge of knowledge, 

especially at disciplinary boundaries (Myers, 2010). Thus, the levels-of-explanation 

approach should cause no anxiety for secular or religious researchers. Conversely, the 

levels-of-explanation approach should enable divergent thought and analyses to drive 

richer interpretations and conclusions related to the objects of inquiry.  

To set the stage for a levels-of-explanation approach, the first consideration 

included Scriptural references, the second consideration included contemporary 
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psychological references, and the third consideration included a bridge between them 

using a validated psychological construct. First, as life-long learners and dedicated 

servants, soldiers continually seek to transform themselves, just as Romans 12:2 implores 

“do not conform to the pattern of this world, but be transformed by the renewing of your 

mind” (New International Version Study Bible, 1985/2011). Soldiers further seek to meet 

emerging challenges and leverage their KSB-Ps as guided by Romans 12:6-8 with “we 

have different gifts, according to the grace given to each of us. If your gift is … serving, 

then serve; …”. Because every person has innate, God-given talents and preferences, they 

thrive when their jobs enable authentic and valuable action (Broetje, 2021). 

Second, transpersonal psychology accounts for a holistic look at the individual, 

with a focus on their ability to align transcendence (e.g., as an interaction of values-based 

meaning and a unifying purpose) with security (e.g., as an interaction of empowering job 

design and interpersonal trust; Palframan & Lancaster, 2019). Spirituality influences 

commitment (Jena & Pradhan, 2018). Commitment is describable as a calling to give 

effort toward the organization and negatively relates to turnover (DiPietro et al., 2020). 

As a calling, commitment relates to a sense of transcendence whereby the individual 

desires to leverage their value to achieve organizational goals as a means of unifying 

themselves with the larger organization (Jena & Pradhan, 2018; Palframan & Lancaster, 

2019).  

Third, workplace spirituality relates to the perceptions of transcendence brought 

about through alignment between individual values and purposes with organizational 

work and goals (Jena & Pradhan, 2018; Rajappan et al., 2017). Singh and Singh (2022) 

identified workplace spirituality as having three dimensions: (a) the individual, relating to 
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perceptions of meaning; (b) the group, relating to interpersonal relationships; and (c) the 

organizational, relating to values artifacts within a culture. Workplace spirituality relates 

to the effects that perceptions of values alignment, meaning-making, and individual 

wellness exert upon person-organization fit, embeddedness, productivity, and retention 

(Jena & Pradhan, 2018; Palframan & Lancaster, 2019; Rajappan et al., 2017).  

 In terms of workplace spirituality and social cognitive theory, people assess 

organizational climates to be ethical when they find alignment between their values with 

those of the organization (Singh & Singh, 2022). Further, with organizational fit theory, 

values alignment between the employee and the organizations increases the perception of 

workplace spirituality needs being met (Singh & Singh, 2022). The interaction of 

spiritual needs being met, or not, invokes social exchange theory and the needs-supply 

facet of organizational fit (Cao & Hamori, 2020). Because organizational values serve as 

an indicator of group identity, they become a salient artifact for employees to reconcile 

their self-conceptualizations (Hassan & Kodwani, 2020). Therefore, maintaining a sense 

of workplace spirituality requires an alignment between personal and organizational 

values. However, addressing the workplace spirituality construct is not a simple process.   

 Three problems arise when relating the workplace spirituality construct to the 

Army context. First, the Army's workforce is globally diverse in makeup and operational 

distribution. This global workforce represents widely varied socio-economic, geographic, 

religious, cultural, and ethnic populations with varying preferences and norms. Second, 

the workplace spirituality literature lacks mixed-methods studies that are necessary to 

obtain data that fully describes the abstract nature of the workplace spirituality construct 

(Singh & Singh, 2022). Third, another gap in the workplace spirituality literature also 
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relates to the current understanding of group-level behaviors and outcomes associated 

with the construct (Singh & Singh, 2022). While this study does not address these 

problems, there may be ancillary insights gleaned during data analysis. For instance, the 

survey results may demonstrate homogeneity or heterogeneity across demographic 

populations in the Army’s workforce, adding to the literature a generalizable finding that 

applies to Army personnel.  

Whether Army leaders align their axiological (i.e., values system) perspective 

with Scripture or not, the teleological (i.e., ultimate use) outcome from aligning talent 

management practices to Scriptural principles adds value to both the organization and the 

soldiers. Specifically, Army leaders will do well to (a) heed wisdom’s instruction through 

adjustments to talent management practices, (b) continually transform to best align talent 

in a changing environment, and (c) ensure that each soldier can maximize their talent 

within the organization. Echoes of Origen’s influence still resonate today and apply to 

this study with a focus on understanding the implications for aligning opportunities to 

preferences (i.e., enabling agency; Seligman, 2021).  

Summary 

Organizations that require autonomous or semi-autonomous individuals and teams 

to coordinate workflows will benefit from an improved understanding of how agency 

relates to job assignments and career development shapes the worker decision calculus. 

The Army is one such organization. Army leaders must continue reforming talent 

management practices to remain relevant in the changing environment associated with 

the knowledge era. In an environment of constrained talent availability, the Army must 
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find new ways to retain and employ its talent more effectively and efficiently.  

Leveraging agency and understanding its interaction effects between affective 

commitment, needs-supply job fit, career satisfaction, and turnover intentions will enable 

Army leaders to devise and implement retention practices that improve the organization’s 

overall talent management outcomes. Agency is an essential part of the human 

experience and is central to the Christian belief in judgment (Bandura, 2006; Braun, 

2018; Seligman, 2021). While the literature links a sense of agency to well-being (Moore, 

2016; Schwarz et al., 2018), there exists a dearth of research on the possible relationships 

held with other constructs.  

Affective commitment is well established in the literature, with clear links to 

positive individual and organizational outcomes (Gun et al., 2021; Kmieciak, 2022). 

Often operationalized as a desire to remain with an organization, affective commitment 

interacts with environmental factors (e.g., leadership, support, human resource practices) 

to influence interpersonal behaviors, individual effort, and retention outcomes (Ennis et 

al., 2018; Gardner et al., 2011; Yogalakshmi & Suganthi, 2018). The dynamism of 

affective commitment, in terms of its individuality and contingent nature, makes it an 

interesting construct to study with agency. Given that affective commitment holds more 

direct relationships with individual performance and appraisals of the organization (vs. 

their duties toward or needs to remain; Klein & Park, 2020), affective commitment 

remained the best facet of the three that comprise the commitment construct to use in this 

study. 

Needs-supply fit is a facet of the global fit construct that holds the most direct 

relationship with retention outcomes (Cao & Hamori, 2020).  Often operationalized as the 
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perceived match between individual needs and environmental supplies, the literature 

identified significant relationships with individual effort, performance, satisfaction, and 

retention (Abdelmoteleb, 2020; Gerdenitsch et al., 2018; Van Beurden et al., 2022; 

Wang, 2022). Interestingly, the balance between need and supply match held a 

curvilinear relationship between positive outcomes and either too much or too little 

supply (Cao & Hamori, 2020). The established relationships between needs-supply fit, 

career satisfaction, and turnover intentions made this construct imminently relevant for 

this study. 

Career satisfaction is a facet of the global satisfaction construct that individuals 

experience when they appraise expected versus obtained outcomes from their working 

efforts (Boamah et al., 2022).  Operationalized as an individual’s satisfaction with their 

overall career (e.g., spanning the entirety of all the jobs they have held), the literature 

noted significant relationships with increased commitment and performance, as well as 

decreased turnover (Bhaskar & Mishra, 2019; Vem et al., 2019; Verbruggen & Van 

Emmerik, 2020). Given that, in the literature, career satisfaction correlated with other 

constructs used in this study, the data analysis should exhibit interaction effects. 

Turnover intentions represent the cognition to leave a job (Gun et al., 2021). 

Cognitions related to leaving a job correlate with negative perceptions and behaviors, 

such as decreased performance and citizenship behaviors, and increased deviance 

(Verbruggen and Van Emmerik, 2020). Notably, turnover behavior (i.e., the realization of 

the intention cognition) holds a curvilinear relationship with organizational performance. 

Specifically, too much or too little turnover negatively affects performance (De Winne et 

al., 2019). Given these direct links between performance, turnover intentions, turnover 
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behavior, and the Army’s retention woes, the turnover intentions construct is the ultimate 

interest for the interactions between agency and the other constructs.  

 Finally, the levels-of-explanation approach adds value through the integration of a 

Biblical perspective to the otherwise secular practice of academic inquiry. Specifically, 

the workplace spirituality construct comprises three dimensions that secular researchers 

may find a worthy integration: a sense of transcendent meaning, the state of interpersonal 

relationships, and espoused values in the organization (Singh & Singh, 2022). For 

instance, transcendent meaning may help soldiers look past service-connected hardship 

and remain with the Army when other employment opportunities are within reach. 

Likewise, positive interpersonal relationships and the alignment with organizational 

values both serve as a bastion of resiliency in times of friction (Charbonneau & Wood, 

2018; Singh & Singh, 2022). Thus, the Biblical approach to this study should remain both 

in alignment with God’s Will and the secular-dominated academy.  

 Next, the methodological approach for this study was quantitative, cross-

sectional, and survey-based and is detailed in Chapter 3. Cross-sectional surveys present 

viable means by which to collect data for dissertations, given their relatively short 

timeline for completion. The study population comprised active duty servicemembers 

from the United States Army. Two organizations performed Institutional Review Board 

functions for this study, one from the Army and the other from Liberty University. The 

Army implemented additional controls related to survey administration and command 

sponsorship. All construct measures were validated in prior research. Notably, the 

measures for affective commitment, needs-supply fit, and career satisfaction were all 

single-item and meant to reduce issues with survey fatigue.   
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CHAPTER 3: RESEARCH METHOD 

Overview 

 Four main research questions and four associated hypotheses framed this 

quantitative, cross-sectional study focused on mid-career Army soldiers. The research 

questions aligned with gaps in the literature, as discussed in Chapter 2, and (a) explored 

the relationship that agency holds with affective commitment, needs-supply fit, career 

satisfaction, and turnover intentions; and (b) determined whether agency mediates the 

other constructs. The quantitative and cross-sectional design of this study helped to 

ensure timely completion (Jackson, 2016), which is an important factor for all research 

studies, but especially so for studies that support dissertations. The target population for 

this study was mid-career Army soldiers. This target population should provide 

generalizability across the American military services.  

The statistical analyses determined whether the hypotheses present anything of 

value to the extant literature. For that purpose, a short, 25-question survey supported 

correlation and mediation analyses. Agency used two facets of six items with a matched-

choice interval-type question validated by Oeldorf-Hirsch and Sundar (2015). Affective 

commitment, needs-supply fit, and career satisfaction used one-item interval-type 

questions validated by Matthews et al. (2022). Turnover intentions used a two-item 

measure (i.e., one interval and one nomological) developed by Cho and Lewis (2012). 

The quantitative analyses were a Spearman correlation and a Sobel mediation analysis. 

The findings from the correlation and mediation analyses began to close the gap of 

understanding for the relationship between agency and turnover intentions, as well as 

how agency interacts with affective commitment, needs-supply fit, and career 
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satisfaction.  

Research Questions and Hypotheses 

Research Questions 

Research Question 1: To what extent does Agency influence turnover intentions 

among mid-career soldiers in the U.S. Army? 

Research Question 2: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between affective commitment and turnover intentions? 

Research Question 3: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between needs-supply fit and turnover intentions? 

Research Question 4: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between career satisfaction and turnover intentions? 

Hypotheses 

Hypothesis 1: Agency significantly influenced turnover intentions among mid-

career soldiers in the U.S. Army.   

Hypothesis 2: Agency significantly mediates the relationship between affective 

commitment and turnover intentions among mid-career soldiers in the U.S. Army. 

Hypothesis 3: Agency significantly mediates the relationship between needs-

supply fit and turnover intentions among mid-career soldiers in the U.S. Army.  

Hypothesis 4: Agency significantly mediates the relationship between career 

satisfaction and turnover intentions among mid-career soldiers in the U.S. Army. 

Research Design 

 The research design of this study was quantitative and cross-sectional. The 

quantitative approach leveraged statistical analysis of responses to operationalized 



   
 

57 

variables (Martin & Bridgmon, 2012). The cross-sectional approach was an efficient 

method of collecting and analyzing data, as it comprised a one-time snapshot of the 

investigated variables (Jackson, 2016). Given that this study underpins a doctoral 

dissertation, a cross-sectional study was a prudent choice. Furthermore, this design was 

appropriate to establish a broader conceptual base from which future researchers can 

build upon with focused, experimental studies.  

Participants 

The target population (N = 140,731) for this study was mid-career soldiers in the 

United States Army. Mid-career operationalization included soldiers who are beyond 

their initial service obligation, yet not past 12 years of tenure. For officers, the target 

population comprised captains and majors (i.e., the third and fourth officer ranks, n = 

44,192). For enlisted soldiers, the target population comprised staff sergeants and 

sergeants first class (i.e., the sixth and seventh enlisted ranks, n = 96,539). To minimize 

confounds, each participant satisfied screening criteria that included immediate turnover 

(i.e., being within 30 days of a planned separation from the service). Identification of and 

contact with the target population occurred under the oversight of the Army.  

To determine minimum acceptable populations, it was useful to conduct a power 

analysis. An a priori power analysis enabled control of Type II, or beta, errors (i.e., 

failing to reject a false null hypothesis; Martin & Bridgmon, 2012). Using average effect 

sizes (ES) from the literature (i.e., affective commitment: ES = .26, Albrecht & Marty, 

2020; needs-supply fit: ES = .02, Vandavasi et al., 2021; career satisfaction: ES =  .24, 

Boamah et al., 2022), an alpha level of .05 to control for Type I errors (i.e., rejecting a 

true null hypothesis), and a desired beta error level, the a priori power analysis enabled 
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the determination of the necessary population size (Martin & Bridgmon, 2012). A power 

analysis demonstrated that the minimum acceptable population for this study was 85 

participants from each group of officers and noncommissioned officers, with an alpha of 

.05 and a beta of .80. As Martin and Bridgmon (2012) noted, an alpha of .05 and a beta of 

.80 are suitable for exploratory studies in the social sciences. For this study, a response 

rate of less than 1% of the target population would have provided the necessary power to 

mitigate Type I and II errors sufficiently.  

Study Procedures 

Human subjects testing requires oversight from the organization sponsoring the 

research and sometimes includes another layer of oversight at the organization facilitating 

the research (Creswell & Poth, 2018; Jackson, 2016). Such oversight involves a focus on 

ethical guidelines and federal code to ensure the protection of humans subject to research 

inquiries in a uniform manner across the country (Institutional Review Boards, 2019; 

Jackson, 2016; Protection of Human Subjects, 2018). These oversight bodies commonly 

take the name of institutional review boards (IRB; Jackson, 2016). Two IRBs were 

required to approve this study: the first at Liberty University (i.e., the organization 

sponsoring the research) and the second at the Army Human Research Protection Office 

(i.e., the organization facilitating the research).  

In addition to performing an IRB function, the Army Human Research Protection 

Office assisted with obtaining a command sponsorship (i.e., an Army command 

authorizing contact with the target population) and a survey control number from the 

Information Management Control Office (IMCO). The Army Talent Management Task 

Force (ATMTF) served as the command sponsor because the goals of this study aligned 
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with their organizational objectives (e.g., retention). The ATMTF provided critical 

support in obtaining the contact information for the target population. The IMCO 

reviewed the survey for regulatory propriety and issued a survey control number, as the 

final approval to contact the target population. The ATMTF permitted the use of Army 

resources to support the study, so the principal researcher used an Army email account to 

send links to a randomized sample (n = 20,000) of the target population. The recruitment 

email included a copy of the Liberty University consent document, the IMCO survey 

control number, and a link to the survey. When prospective participants clicked on the 

survey link, they automatically navigated to the survey administration site. Using Liberty 

University’s Qualtrics survey platform, which was approved by the Army, data capture 

occurred automatically as participants completed the survey online. Once the survey 

window closed, the principal researcher downloaded the data from the survey 

administration site and cleaned it, to include final inclusion screening. The result of this 

participant recruitment and data collection process was a complete raw dataset for all five 

investigated constructs.  

Raw data was input into IBM SPSS 25 and Microsoft Excel version 2210 for data 

diagnostics. In accordance with the guidelines set forth by Martin and Bridgmon (2012), 

data diagnostics consisted of detecting erroneous data entries, identifying and mitigating 

missing data and outliers, and screening for normality and homogeneity of variance. 

Cleaned data was cross-verified between SPSS and Excel to ensure completeness and 

accuracy. Then, demographic statistical analysis occurred for the dataset, again in both 

SPSS and Excel to assure accuracy. Next, statistical analyses (see the Data Analysis 

section of this chapter for a detailed review) occurred using SPSS 25.  
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Instrumentation and Measurement 

Data collection occurred via a two-part survey. The first part consisted of an 

eight-question demographics section. The second part consisted of a 17-question section 

focused on the five variables in this study (i.e., agency, affective commitment, needs-

supply fit, career satisfaction, and turnover intentions). Agency and turnover intentions 

used validated multi-item measures. Affective commitment, needs-supply fit, and career 

satisfaction used validated single-item measures. While single-item measures present 

concern for validity, they also mitigate survey fatigue (Matthews et al., 2022). In a 

validation study for single-item measures, Matthews et al. (2022) presented 75 constructs 

with extensive validity (i.e., high content and test-retest reliability with no usability 

concerns) or very good reliability (i.e., moderate or higher content and test-retest 

reliability with no usability concerns; Matthews et al., 2022, p. 665). Using a 

confirmatory factor analysis (CFA) test, one variable using the one-item measure (i.e., 

affective commitment, CFA = .72) retained excellent construct validity, and two variables 

(needs-supply fit, CFA = .62; career satisfaction, CFA = .62) retained good construct 

validity when compared against multi-item measures (Matthews et al., 2022). Using an 

inter-class correlation (ICC) test, two one-item measures (i.e., affective commitment, ICC 

= .78; career satisfaction, ICC = .84) demonstrated excellent reliability and one one-item 

measure (i.e., needs-supply fit, ICC = .63) demonstrated good reliability (Matthews et al., 

2022). The approach using single-item measures was meant to reduce measurement 

problems associated with fatigue and redundancy, was appropriate with the narrow 

operationalizations of the constructs, and, most importantly, was valid for this study. 

Next, a short description of the measures follows. Appendix C contains a copy of the 
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survey. 

Agency 

Agency was the predictor variable for this study and was measured as an interval 

variable. A two-item Likert-type scale ranging from 1 (strongly disagree) to 5 (strongly 

agree) provided interval data for analysis. Each respondent was primed with “Relating to 

my military job assignments …” and “Relating to my military professional development 

…” and responded to “I have a distinct voice”, “I can exercise my free will”, “I have 

control over my own voice”, “I have the ability to assert myself”, “I have control over my 

actions”, and “I have control over the information I find”. This scale was validated in a 

previous study by Oeldorf-Hirsch and Sundar (2015). The other variables of interest, 

excluding turnover intentions, consisted of single-item measures.  

Affective Commitment 

 The construct of affective commitment was measured as a quantitative, interval 

variable. A one-item Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly 

agree) provided interval data for analysis. Each respondent was primed with “Thinking 

about the past” and responded to “I felt emotionally attached to my organization” using 

one of the numerically aligned choices (Matthews et al., 2022). 

Needs-supply Fit 

 The construct of needs-supply fit was measured as a quantitative, interval 

variable. A one-item Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly 

agree) provided interval data for analysis. Each respondent was primed with “Thinking 

about the past” and responded to “I felt like the things that I needed from my job were 

fulfilled by what my job offered me, financially, socially, and/or psychologically” using 
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one of the numerically aligned choices (Matthews et al., 2022). 

Career Satisfaction 

 The construct of career satisfaction was measured as a quantitative, interval 

variable. A one-item Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly 

agree) provided interval data for analysis. Each respondent was primed with “Please 

answer the following” and responded to “I am satisfied with my career” using one of the 

numerically aligned choices (Matthews et al., 2022).  

Turnover Intentions 

 The outcome variable was turnover intentions and was measured as both an 

interval and a categorical variable. Cho and Lewis (2012) provided a two-item measure 

for turnover intentions, wherein they assessed turnover intentions within a 12-month 

period and the associated reason for turnover intentions. Cho and Lewis (2012) used 

Likert-type (i.e., scale) and choice-match (i.e., categorical) responses, respectively. The 

prompting items for turnover intentions were “How likely is it that you will leave your 

agency in the next 12 months?”, and “If you leave your present job, would you be” (Cho 

& Lewis, 2012). The response options for the first item were the same as the other Likert-

type responses. The response options for the second item were “retiring from federal 

service, resigning from federal service, moving to another job within the federal service, 

not sure” (Cho & Lewis, 2012). Adding to the validity of the turnover intentions measure 

for this study, Cho and Lewis (2012) conducted their study using a sample population 

from the U.S. federal government.  

Extraneous Variables 

 Organizational tenure was a potential confounding variable for this study. Thus, 
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controlling for tenure during data analysis helped to ensure that the results were valid in 

the context of their intended explanatory purpose (Martin & Bridgmon, 2012). 

Organizational tenure was operationalized as the length of time a person has spent 

employed with a given organization (Hu et al., 2019). Data collection for organizational 

tenure occurred via the demographics phase of the survey.  

Operationalization of Variables 

Agency – Operationalized in two facets; as whether the individual perceived the ability to 

influence either (a) job assignments or (b) career development.  

Affective Commitment – Operationalized as the perceived emotional attachment to the 

organization.  

Needs-supply Fit – Operationalized as the perceived fulfillment of financial, social, and 

psychological needs. 

Career Satisfaction – Operationalized as whether the individual perceived satisfaction 

with their career. 

Turnover Intentions – Operationalized as whether the individual planned to leave their 

current employment. 

Data Analysis 

 A correlative statistical analysis and mediation analyses enabled conclusions for 

how agency affected the other variables. Specifically, a Spearman correlation 

demonstrated how agency, affective commitment, needs-supply fit, career satisfaction, 

and turnover intentions related to one another. Mediation analysis was a suitable 

quantitative method for this study because multiple predictor variables held interactions 

with one another and the outcome variable (Jackson, 2016). Using the average 
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quantitative score from the responses to the two agency items, the mediation analyses 

demonstrated the effects agency held upon turnover intentions. 

Delimitations, Assumptions, and Limitations 

 This study was situated in the context of a United States Army mid-career cohort. 

The delimitation of this population served to structure the scope of the study to the 

experience and expertise of the principal investigator. Further, this study informed Army 

personnel retention practices during a time of significant challenge. Specifically, between 

2014 and 2018, the Army experienced a turnover rate of ~18.5% (Asch, 2019, p. 4), 

which was more than four times the national average of 3.95% (Krause, 2022). This high 

turnover rate compounds staffing shortfalls and recruiting challenges (Kube & Boigon, 

2022; Pollard et al., 2022), which placed increased emphasis on finding a solution.  

 The delimitation of the mid-career cohort was important to focus organizational 

practices. For instance, mid-career soldiers in the military service face trade-off decisions 

between advancing through a regimented and tiered rank system or transitioning to 

civilian industry and maximizing longer-term outcomes associated with skill exploitation. 

Given that mid-career military soldiers receive extensive training and education and have 

the opportunity to gain experiences through varied leadership, program management, and 

organizational integration work assignments, they self-present as valuable human capital 

to civilian employers. Especially in the case of noncommissioned officers, raises in 

remuneration are both relevant and enticing as military pay structures do not align with 

civilian industry pay rates for commensurate education, experience, and responsibility 

(Defense Finance and Accounting Service, 2020a, 2020b, 2020c; Defense Travel 
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Management Office, 2020; Bureau of Labor Statistics, 2020).  

 The non-experimental design of this study was a limitation. With no predictor 

variable manipulation, there could be no causal determination. This left a gap in the 

literature that future researchers could fill by measuring agency in a naturalistic 

observation (Jackson, 2016). Future research investigations into agency should include 

scales whereby respondents self-select into specified categories.  

The generalizability of the findings was limited to the scope of this investigation – 

to the United States Army mid-career cohort. Generalizability associated with this study 

should reasonably extend to other American military services (i.e., Air Force, Marines, 

Navy, Space Force, and Coast Guard), given their similarities in structure and personnel 

management practices. Cautious generalizations should extend to other American federal 

organizations. Finally, researchers should conduct replication studies before attempting to 

generalize these findings across other populations from non-federal organizations or 

foreign countries.  

Summary 

 The intent of this study was to demonstrate the effect that agency held on turnover 

intentions and whether agency mediated other variables. Situated in the context of mid-

career Army soldiers, the findings from this study presented valuable information to 

practitioners who currently face recruiting and retention problems. Generalizability 

should extend to other American military services and thus be useful to those 

practitioners as well. While the non-experimental design cannot conclude causality, the 

findings should give future researchers a solid foundation to build upon.  

 Chapter 4 presents the results of this study. Included are a descriptive analysis of 
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the population, exploratory analyses of the variables, a correlative analysis of the 

relationships held between the variables, and mediation analyses between the variables. 

Included are tables and figures for visual representation of the data that facilitate efficient 

comparisons between data points. Chapter 4 will conclude with a description of the 

inferred significance of the results presented.   
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CHAPTER 4: RESULTS 

Overview 

The purpose of this quantitative study was to determine the relationships among 

the agency, affective commitment, needs-supply fit, career satisfaction, and turnover 

intentions variables, in a cross-sectional analysis of mid-career Army officers and 

noncommissioned officers. Data were collected in coordination with the Liberty 

University Institutional Review Board (LU IRB), the Army Human Research Protections 

Office (AHRPO), the Information Management Control Office (IMCO), and the Army 

Talent Management Task Force (ATMTF). The LU IRB ensured appropriate protections 

and procedures for human subjects research were in place and certified the data collection 

plan. The AHRPO maintained oversight of and issued certification for the human 

research effort conducted with an Army population. The IMCO maintained oversight of 

and issued certification for the survey that was distributed to an Army population. The 

ATMTF was the institutional sponsor with an interest in the survey results. Adhering to 

Army regulations, the ATMTF also required public affairs and legal reviews of the 

manuscript before publishing.  

The data analysis process produced significant relationships between the 

variables, correlative relationships, and support for three of the four hypotheses. 

Correlations between the agency, affective commitment, needs-supply fit, career 

satisfaction, and turnover intentions variables were all significant. A Spearman 

correlation produced a significant relationship between agency and turnover intentions, 

finding support for the first hypothesis. A mediation analysis produced a significant 

mediative effect for agency on the relationship between affective commitment and 
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turnover intentions, finding support for the second hypothesis. A second mediation 

analysis produced a significant mediative effect on the relationship between needs-supply 

fit and turnover intentions, finding support for the third hypothesis. A third mediation 

analysis failed to produce a significant mediative effect on the relationship between 

career satisfaction and turnover intentions, failing to find support for the fourth 

hypothesis. 

Data Collection 

Data collection procedures leveraged Army enterprise email, Liberty University 

software services, an IBM SPSS subscription, and a Microsoft Office subscription. The 

ATMTF provided a list containing the email addresses of all staff sergeants, sergeants 

first class, captains, and majors in active service (N = 140,731). This list was stored as an 

Excel file with only the email address and the rank of each individual. The list was split 

by officer (nofficer = 44,192) and noncommissioned officer (nnoncommissioned officer = 96,539) 

rank categories. Each individual was assigned a random number via the random number 

function in Excel and then filtered in ascending order. From that point, the first 10,000 

respondents in each rank category were selected to receive the recruitment email. This 

procedure ensured a random sampling of the population.  

The recruitment email, shown in Appendix B, contained a short description of the 

survey, screening criteria, the IMCO survey control number, an attached consent form, 

and an embedded link to the survey. There were 1,010 delivery failure messages, 509 

out-of-office replies, and 56 direct communications to indicate an individual ineligibility. 

A total of 532 individual respondents (2.66%) occurred via a Liberty University-provided 

and IMCO-approved online collection software service.  
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Data Cleaning and Screening 

Of the 532 responses, 327 (61.47%) were acceptable for use after cleaning and 

screening. First, data cleaning involved checking the screening criteria which resulted in 

the removal of 180 responses. Then, data cleaning involved removing 16 incomplete 

responses. Next, data screening leveraged normality, outlier, and multicollinearity 

analyses. A Shapiro-Wilk test of normality revealed that the data were not normally 

distributed. A subsequent histogram analysis revealed negative skew and leptokurtic 

characteristics. A univariate outlier analysis revealed no univariate outliers. A 

multivariate outlier analysis revealed nine multivariate outliers (i.e., Critical Chi-Square 

Value greater than 15.086), all of which were removed from the data. A multicollinearity 

analysis revealed that the tolerance and variance inflation factors exhibited no severe 

redundancy among the tested variables. 

Research Questions 

 The research questions explored the relationships between agency, affective 

commitment, needs-supply fit, career satisfaction, and turnover intentions. To guide the 

data analysis, the research questions were framed as follows: 

Research Question 1: To what extent does Agency influence turnover intentions 

among mid-career soldiers in the U.S. Army? 

Research Question 2: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between affective commitment and turnover intentions? 

Research Question 3: Among mid-career soldiers in the U.S. Army, does agency 

mediate the relationship between needs-supply fit and turnover intentions? 

Research Question 4: Among mid-career soldiers in the U.S. Army, does agency 
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mediate the relationship between career satisfaction and turnover intentions? 

Descriptive Results 

 There were a total of 327 valid responses, comprised of 22.6% staff sergeants, 

8.6% sergeants first class, 47.1% captains, and 21.7% majors. Of these respondents, 78% 

were male, 20.8% were female, and 1.2% preferred not to make a selection. For 

education, 94.5% of the respondents indicated either having conferred or pending some 

type of degree. Specifically: 4.6% indicated having a conferred associate’s degree, with 

6.4% pending one; 28.1% indicated having a conferred bachelor's degree, with 5.5% 

pending one; 24.8% indicated having a conferred master's degree, with 9.8% pending 

one; and 13.5% indicated having a conferred doctorate degree, with 1.8% pending one. 

Respondents who identified as White were 69.4% of the study population, while 13.1% 

identified as Hispanic or Latina/o/e/x, 5.2% identified as Black, and 3.7% identified as 

Asian. All respondents were over 18 years of age, with 26.3% being between 25-29, 45% 

being between 30-34, 22% being between 35-39, 5.8% being between 40-45, and .9% 

being over 45. See Table 1 for a depiction of the descriptive statistics.  

Table 1       
        
Descriptive Statistics: Sample Population   
        

  n    M 

Gender 
Male 255 77.98% 
Female 68 20.80% 

  Other 4 1.22% 

Ethnicity 

Asian 12 3.67% 
Black 17 5.20% 
Hispanic/Latin* 43 13.15% 
White 227 69.42% 
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  Other 28 8.56% 

Age 

25-29 86 26.30% 
30-34 147 44.95% 
35-39 72 22.02% 
40-45 19 5.81% 

  Other 3 0.92% 

Education 
Bachelor’s  92 28.10% 
Master’s  81 24.80% 
Doctorate  44 13.50% 

  Other 110 33.60% 

Pay Grade 

Staff Sergeant 74 22.63% 
Sergeant First Class 28 8.56% 
Captain 154 47.09% 
Major 71 21.71% 

        
Note. N = 327  

 

All tested means were generally positively centered on the scale except needs-

supply fit, which was generally negatively centered on the scale. Turnover intentions had 

a mean of 3.54 with a standard deviation of 1.683. Agency had a mean of 3.44 with a 

standard deviation of .87. Affective commitment had a mean of 3.30 with a standard 

deviation of 1.328. Needs-supply fit had a mean of 2.97 with a standard deviation of 

1.245. Career satisfaction had a mean of 3.22 with a standard deviation of 1.297. The 

literature displayed higher means and lower standard deviations for turnover intentions 

(M = .14, SD = .35; Cho & Lewis, 2012), affective commitment (M = 4.41, SD = .87; 

Matthews et al., 2022), needs-supply fit (M = 4.05, SD = .89; Matthews et al., 2022), and 

career satisfaction (M = 4.24, SD = .72; Matthews et al., 2022). There were no available 

means in the literature to contrast with agency as a workplace psychological construct.  

Exploratory Analyses 
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The exploratory analysis of the demographics revealed trends among the turnover 

intention means of rank, time in service, and marital status. Specifically, staff sergeants 

(M = 3.34) and captains (M = 3.40) had higher turnover intentions than sergeants first 

class (M = 3.64) and majors (M = 3.99), suggesting that those who make it to the higher 

ranks have less intent to leave the service. Interestingly, turnover intentions trended 

downward with increased time in service, except at the 10-year mark (M = 3.05) where 

turnover intentions were highest. Those respondents who were single (M = 3.16) or 

married (M = 3.73) had the lowest turnover intentions, whereas those who were divorced 

(M = 3.05) or remarried (M = 2.82) had the highest turnover intentions.  

The exploratory analysis of the variables revealed that respondents who indicated 

higher levels of affective commitment, needs-supply fit, and career satisfaction also 

indicated lower levels of turnover intentions. For instance, those who indicated that they 

were very likely to leave their organization had a lower mean score of affective 

commitment (M = 2.89) than those who indicated that they were very unlikely to leave 

their organization (M = 3.78). Likewise, those who indicated that they were very likely to 

leave their organization had a lower mean score of needs-supply fit (M = 2.82) than those 

who indicated that they were very unlikely to leave their organization (M = 4.50). 

Keeping the trend, those who indicated that they were very likely to leave their 

organization had a lower mean score of career satisfaction (M = 2.53) than those who 

indicated that they were very unlikely to leave their organization (M = 4.50).  

Study Findings 

All data were collected using Likert-type instruments. For turnover intentions, the 

two-measure scale developed by Cho and Lewis (2012) was used. For agency, the six-
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measure scale developed by Oeldorf-Hirsch and Sundar (2015) was used. For this 

analysis, the assignment agency and development agency scores were combined and 

divided by two to compute a total measure of agency, following the procedure from 

Kirkpatrick and Feeney (2016). This technique was meant to gather data on the agency 

construct using facets but to analyze agency as a global construct. Both the assignment 

and development agency facets were scored as they were validated in the 2015 study by 

Oeldorf-Hirsch and Sundar. Future research may further explore contingency models of 

how different facets of agency interact with other variables. For affective commitment, 

needs-supply fit, and career satisfaction, the one-measure scales developed by Matthews 

et al. (2022) were used. A Spearman correlation analysis, an exploratory analysis, and 

mediation analyses were performed to investigate the data in relation to the research 

questions.  

A Spearman correlation revealed significant relationships with low effect sizes 

between turnover intentions and all the other variables. Between agency and turnover 

intentions, rs (325) = .269, p < .001 (two-tailed), agency accounted for 7.24% of the 

variation in turnover intentions. Between affective commitment and turnover intentions, 

rs (325) = .174, p = .002 (two-tailed), affective commitment accounted for 3.03% of the 

variation in turnover intentions. Between needs-supply fit and turnover intentions, rs 

(325) = .297, p < .001 (two-tailed), needs-supply fit accounted for 8.82% of the variation 

in turnover intentions. Between career satisfaction and turnover intentions, rs (325) = 

.433, p < .001 (two-tailed), career satisfaction accounted for 18.75% of the variations in 

turnover intentions. These results aligned with the extant literature.  

 A Spearman correlation also revealed significant relationships between agency 
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and all the other variables. Except for the one moderate effect size observed between 

agency and career satisfaction, all other effect sizes were low. Between agency and 

affective commitment, rs (325) = .472, p < .001 (two-tailed), agency accounted for 

22.23% of the variation in affective commitment. Between agency and needs-supply fit, 

rs (325) = .569, p < .001 (two-tailed), agency accounted for 32.38% of the variation in 

needs-supply fit. Between agency and career satisfaction, rs (325) = .651, p < .001 (two-

tailed), agency accounted for 42.38% of the variation in career satisfaction. See Table 2 

for a depiction of the Spearman correlations.  

Table 2                 
                  
Spearman Correlation           
                  

Scale M SD Turnover 
Intentions Agency Affective 

Commitment 

Needs-
Supply 

Fit 

Career 
Satisfaction 

Turnover 
Intentions 

3.5 1.68 —         

Agency 3.4 0.87 .269*** —       

Affective 
Commitment 

3.3 1.33 .174** .472*** —     

Needs-
Supply Fit 

3 1.25 .297*** .569*** .516*** —   

Career 
Satisfaction 

3.2 1.3 .433*** .651*** .555*** .705*** — 

                  
Note. A Spearman correlation revealed significant relationships between all the  
 
variables. A comparison of means and standard deviations between the literature and  
 
study results indicated that mid-career Army professionals indicated (a) lower levels  
 
of affective commitment, needs-supply fit, and career satisfaction (Matthews et al.,  
 
2022); and (b) higher levels of turnover intentions (Cho & Lewis, 2012). 
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***Significant at the .001 level; **Significant at the .01 level; *Significant at the .05  
 
level. † = Non-Significant. 
  

 
 
 
 

Agency and Turnover Intentions 

 The first research question inquired about the extent that agency influenced 

turnover intentions among mid-career soldiers in the U.S. Army. A Spearman correlation 

between agency and turnover intentions demonstrated a statistically significant 

correlation, rs (325) = .269, p < .001 (two-tailed), with agency accounting for 7.24% of 

the variation in turnover intentions. The results rejected the null hypothesis and found 

support for the alternative hypothesis that agency influenced turnover intentions. See 

Figure 3 for a depiction of the Spearman correlation. 

Figure 3 

Agency and Turnover Intentions 
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Agency as a Mediator for Affective Commitment and Turnover Intentions 

The second research question inquired about the extent that agency mediated the 

relationship between affective commitment and turnover intentions among mid-career 

soldiers in the U.S. Army. A mediation analysis using affective commitment as the 

predictor variable, agency as the mediator, and turnover intentions as the outcome 

variable revealed a statistically significant model (R2 = .055, p < .001), rejecting the null 

hypothesis. The model demonstrated that agency fully mediated the relationship between 

affective commitment and turnover intentions, ΔR2 = .019, Δβ = -.075, p = .067. See 

Figure 4 for a depiction of the mediation analysis of affective commitment, agency, and 

turnover intentions. 

Figure 4 

Mediation Analysis for Affective Commitment, Agency, and Turnover Intentions 

 

Note. Agency had a 1.9% full mediation effect on the relationship between affective 

commitment and turnover intentions.  

***Significant at the .001 level; **Significant at the .01 level; *Significant at the .05 

level. † = Non-Significant. 

Agency as a Mediator for Needs-Supply Fit and Turnover Intentions 

The third research question inquired about the extent that agency mediated the 

relationship between needs-supply fit and turnover intentions among mid-career soldiers 



   
 

77 

in the U.S. Army. A mediation analysis using needs-supply fit as the predictor variable, 

agency as the mediator, and turnover intentions as the outcome variable revealed a 

statistically significant model (R2 = .093, p < .001), rejecting the null hypothesis. The 

model demonstrated that agency partially mediated the relationship between needs-

supply fit and turnover intentions, ΔR2 = .002, Δβ = -.033, p < .001. See Figure 5 for a 

depiction of the mediation analysis of needs-supply fit, agency, and turnover intentions. 

Figure 5 

Mediation Analysis for Needs-Supply Fit, Agency, and Turnover Intentions 

 

Note. Agency had a 0.2% partial mediation effect on the relationship between needs-

supply fit and turnover intentions.  

***Significant at the .001 level; **Significant at the .01 level; *Significant at the .05 

level. † = Non-Significant. 

 

Agency as a Mediator for Career Satisfaction and Turnover Intentions 

The fourth research question inquired about the extent that agency mediated the 

relationship between career satisfaction and turnover intentions among mid-career 

soldiers in the U.S. Army. A mediation analysis using career satisfaction as the predictor 

variable, agency as the mediator, and turnover intentions as the outcome variable 

revealed a statistically significant model (R2 = .196, p < .001), rejecting the null 
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hypothesis. However, this model demonstrated that agency had no mediation effect on 

the relationship between career satisfaction and turnover intentions, ΔR2 = .008, Δβ = 

.077, p < .001. See Figure 6 for a depiction of the mediation analysis of career 

satisfaction, agency, and turnover intentions.  

Figure 6 

Mediation Analysis for Career Satisfaction, Agency, and Turnover Intentions 

 

Note. Agency had no mediation effect on the relationship between career satisfaction and 

turnover intentions.  

***Significant at the .001 level; **Significant at the .01 level; *Significant at the .05 

level. † = Non-Significant. 

Post-Hoc Analysis: Career Satisfaction as a Mediator for Agency and Turnover 

Intentions 

 The lack of mediative effect that agency held on the relationship between career 

satisfaction and turnover intentions prompted a post-hoc analysis. The post-hoc analysis 

considered the mediative effect of career satisfaction on the relationship between agency 

and turnover intentions. Interestingly, the mediation analysis produced a significant 

effect. Specifically, career satisfaction fully mediated the relationship between agency 

and turnover intentions, ΔR2 = .151, Δβ = -.332, p = .068. See Figure 7 for a depiction of 

the mediation analysis of agency, career satisfaction, and turnover intentions. 
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Figure 7  

Mediation Analysis for Agency, Career Satisfaction, and Turnover Intentions 

 

Note. Career Satisfaction had a 15.1% full mediation effect on the relationship between 

agency and turnover intentions.  

***Significant at the .001 level; **Significant at the .01 level; *Significant at the .05 

level. † = Non-Significant. 

Summary 

The analyses in this study demonstrated significant correlative effects and 

mediations among the agency, affective commitment, needs-supply fit, career 

satisfaction, and turnover intentions variables for mid-career Army officers and 

noncommissioned officers. The correlation analyses revealed that mid-career Army 

officers and noncommissioned officers demonstrated lower turnover intentions when they 

had higher levels of agency, affective commitment, needs-supply fit, and career 

satisfaction. A Spearman correlation analysis found support for the first hypothesis, 

demonstrating a significant relationship between agency and turnover intentions. The 

mediation analyses demonstrated that agency mediated the relationships affective 

commitment and needs-supply fit held with turnover intentions, finding support for the 

second and third hypotheses. However, agency held no mediation effect on the 

relationship between career satisfaction and turnover intentions, failing to find support for 
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the fourth hypothesis.  

A post-hoc analysis revealed that career satisfaction demonstrated the strongest 

relationship and held higher mediation levels with turnover intentions than any other 

variable. Contrary to the anticipated result, career satisfaction fully mediated the 

relationship between agency and turnover intentions. These results indicated that the 

theoretical model should exclude career satisfaction as a variable mediated by agency in 

its relationship with turnover intentions. Thus, the results found support for the first, 

second, and third alternative hypotheses, and failed to reject the fourth null hypothesis. 

Chapter 5 includes a discussion of the results, additional context, and presents 

future research opportunities. A revised nomological model accounts for the first three 

supported hypotheses and the fourth unsupported hypothesis. A review of the biblical 

perspective provides faithful and secular readers alike with a transparent means by which 

to integrate or keep separate biblical perspectives from the findings. Implications for 

practitioners and researchers cover opportunities for future implementation and 

exploration, respectively. Finally, recommendations for future research impart a call to 

action for the further development of agency as an important workplace psychological 

construct.  
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CHAPTER 5: DISCUSSION 

Overview 

The aim of this quantitative study was to identify the relationship between agency 

and turnover intentions. Given contemporary challenges for military retention and 

recruitment, the chosen study population was mid-career professionals in the United 

States Army. A link to an online survey was sent to prospective participants using their 

official organizational email accounts. With an estimated time of 10 minutes to complete, 

the two-part survey consisted of 25 questions and used five Likert-type scales. The data 

collection supported correlation and mediation analyses. This study provided insights for 

agency among the United States Army workforce and implications for theories that 

describe how agency interacts with other variables.  

Given the literature gap of agency as a workplace psychological construct, other 

variables were included to provide a baseline for the juxtaposition of the tested variables 

with the study population. Thus, this study analyzed the relationship between agency and 

turnover intentions as well as whether agency would mediate the relationships affective 

commitment, needs-supply fit, and career satisfaction held with turnover intentions. 

Future inquiries into how agency interacts with other variables using controlled 

experimentation or carefully planned naturalistic observations will develop the 

understanding of agency as a workplace psychological construct and may even support 

the advancement of related theory.  

Summary of Findings 

The purpose of this quantitative study was to determine the relationships among 

the agency, affective commitment, needs-supply fit, career satisfaction, and turnover 
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intentions variables, in a cross-sectional analysis of mid-career Army officers and non-

commissioned officers. A 25-question survey supported data collection to address the 

four research questions. The results of this study found support for three of four 

alternative hypotheses and aligned with extant literature. A post-hoc analysis found 

support for the inverse of the original fourth hypothesis.  

Research Question 1 

 To what extent does Agency influence turnover intentions among mid-career 

soldiers in the U.S. Army?  

Hypothesis 1 

Agency significantly influences turnover intentions among mid-career soldiers in 

the U.S. Army.  

Finding. 

The data analysis evidenced that agency influenced 7.24% of the variance in 

turnover intentions among the sample population.  

Research Question 2 

 Among mid-career soldiers in the U.S. Army, does agency mediate the 

relationship between affective commitment and turnover intentions?  

Hypothesis 2 

Agency significantly mediates the relationship between affective commitment and 

turnover intentions among mid-career soldiers in the U.S. Army.  

Finding. 

The data analysis evidenced that agency mediated the relationship between 

affective commitment and turnover intentions among the sample population.  
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Research Question 3 

 Among mid-career soldiers in the U.S. Army, does agency mediate the 

relationship between needs-supply fit and turnover intentions?  

Hypothesis 3 

Agency significantly mediates the relationship between needs-supply fit and 

turnover intentions among mid-career soldiers in the U.S. Army.  

Finding. 

The data analysis evidenced that agency mediated the relationship between needs-

supply fit and turnover intentions among the sample population. 

Research Question 4 

 Among mid-career soldiers in the U.S. Army, does agency mediate the 

relationship between career satisfaction and turnover intentions?  

Hypothesis 4 

Agency significantly mediates the relationship between career satisfaction and 

turnover intentions among mid-career soldiers in the U.S. Army.  

Finding. 

The data analysis evidenced that agency did not mediate the relationship between 

career satisfaction and turnover intentions among the sample population.  

Post-Hoc Analysis 

A post-hoc analysis pertained to the extent that career satisfaction mediated the 

relationship between agency and turnover intentions among mid-career soldiers in the 

U.S. Army.  

Finding 
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The post-hoc data analysis evidenced that career satisfaction fully mediated the 

relationship between agency and turnover intentions among the sample population.  

The data analysis demonstrated support for the first three alternative hypotheses 

and failed to reject the fourth null hypothesis. Agency: (a) influenced turnover intentions 

among mid-career officers and noncommissioned officers, (b) mediated the relationship 

between affective commitment and turnover intentions, (c) mediated the relationship 

between needs-supply fit and turnover intentions, and (d) held no mediation effect upon 

the relationship between career satisfaction and turnover intentions. The analyses 

produced expected results for agency, except for its interaction with career satisfaction, 

mostly confirming the theoretical framework. The analyses for the relationships affective 

commitment, needs-supply fit, and career satisfaction held with turnover intentions all 

demonstrated expected results, aligning with the extant literature. Career satisfaction 

demonstrated the strongest relationship with turnover intentions and presented the 

greatest mediation effects between the other variables and turnover intentions. Therefore, 

career satisfaction did not fit with the nomological model and was removed (see Figure 

8). 

Figure 8 

Nomological Model (Revised) 
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Note. Workplace spirituality is not tested but instead informs the framework with a 

dimension of transcendence in the work context.  

Discussion of Findings 

 The revised nomological model depicted in Figure 8 demonstrated key additions 

to the extant literature and remaining gaps in knowledge. While assessing agency can be 

difficult (see Haggard, 2017), this study clearly demonstrated that a sense of agency can 

be determined among a mid-career military workforce and the effects of the sense of 

agency can be identified in the context of other workplace psychological constructs. In 

this study, 327 Army personnel indicated that an increase in a sense of agency decreased 

an intent to leave the organization. Further, the responding population indicated that 

higher levels of agency also correlated with higher levels of affective commitment, 

needs-supply fit, and career satisfaction. This study also demonstrated that agency could 

act as a mediator in the relationships between other workplace psychological constructs 

and turnover intentions. Additionally, the data presented that single or married mid-career 

soldiers in the U.S. Army held lower turnover intentions than those who were divorced or 

remarried. Finally, this study demonstrated an unexpected finding that career satisfaction 

held the largest effects on turnover intentions and mediated the relationship between 

agency and turnover intentions. 
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Agency  

 There is a dearth of quantitative studies on agency as a workplace psychological 

construct in the extant literature, so there is no data by which to compare the results of 

this study. However, this study made explicit theoretical and practical assumptions to 

assist future research efforts. In this study, the sample population demonstrated that 

agency held significant correlative and mediative effects with other important workplace 

psychological constructs. While agency is epistemologically private (Engbert et al., 

2008), this study demonstrated that patterns of agency may emerge across workgroups. 

This study surveyed a workforce with diverse social, economic, and geographic 

characteristics, yet the effects agency held were significant across the population. Given 

that collective agency is linked to organizational performance (Zhao et al., 2022), the 

results of this study provide a clear clarion call to leaders seeking to maintain or improve 

organizational performance.  

Affective Commitment  

 The sample population demonstrated similar results for correlative effects of 

affective commitment with other variables as those found in the extant literature 

(Albrecht & Marty, 2020; Charbonneau & Wood, 2018; Yogalakshmi & Suganth, 2018). 

When modeled with agency in a mediating position, the sample population demonstrated 

that agency mediated the relationship affective commitment held with turnover 

intentions. Thus, this study provides an alternative view of affective commitment as other 

researchers have demonstrated the mediative effects affective commitment holds upon 

other constructs (Jang & Kandampully, 2018; Kmieciak, 2022; Manas-Rodríguez et al., 

2020).  
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Needs-Supply Fit  

 The sample population demonstrated similar results for correlative effects of 

needs-supply fit with other variables as those found in the extant literature (Klaic et al., 

2018; Van Beurden et al., 2022; Vogel et al., 2020). When modeled with agency in a 

mediating position, the sample population demonstrated that agency mediated the 

relationship needs-supply fit held with turnover intentions. These results provide some 

assurance that the methodology and data analysis techniques used in this study were 

reliable.  

Career Satisfaction  

 The sample population demonstrated similar results for correlative effects of 

career satisfaction with other variables as those found in the extant literature (Boamah et 

al., 2022; Nae & Choi, 2021; Singh, 2022; Verbruggen & Van Emmerik, 2020). When 

modeled with agency in a mediating position, the sample population demonstrated that 

agency held no mediative effect on the relationship between career satisfaction and 

turnover intentions. Conversely, when modeled with career satisfaction in a mediating 

position, the sample population demonstrated that career satisfaction mediated the 

relationship agency held with turnover intentions. These results provide a perspective that 

career satisfaction may hold a higher position upon turnover intentions than the other 

variables.  

Turnover Intentions  

 The sample population demonstrated similar results for correlative effects of 

turnover intentions with other variables as those found in the extant literature (Boamah et 

al., 2022; Ennis et al., 2018; Vandavasi et al., 2021). These results add to the extant 
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literature similar results for the turnover intentions construct in a situated context of 

active-duty, mid-career soldiers in the U.S. Army.  

Biblical Perspective 

From the biblical perspective used in this study, Army leaders can improve the 

organization and render honor to God without proselytizing. By leveraging new 

knowledge to transform their minds and enabling others to maximize their inherent 

talents in service, Army leaders honor scripture while stewarding the secular 

organization. Because such efforts and results would not require religious integration, 

they would remain acceptable, providing benefits across the board. Thus, the power of 

the levels-of-explanation approach in a secular context becomes evident for the faithful 

who serve secular organizations.  

Implications 

Implications for theory and practice arise from this study. For theory, the results 

of this study demonstrated that agency may be a global construct with facets. The results 

of this study demonstrated support for the ability to measure agency both as a global 

construct and as one with facets. The ability of respondents in this study to score agency 

facets differently presents a possibility to further develop facets of the construct and use 

such facets for future research. The data demonstrated reliable, distinguishable effects 

that indicated discrete boundaries for the assignment agency and development agency 

measures. The ability to contextualize the agency construct into facets may reduce or 

eliminate the difficulty in measuring the construct (see Haggard, 2017).  

For practitioners, understanding the interaction effects agency has upon affective 

commitment and needs-supply fit may mean the difference between success or failure of 
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employee retention efforts. Additionally, practitioners may wish to consider the 

interaction effects agency has upon other constructs. Because this study demonstrated 

positive correlations between agency, affective commitment, needs-supply fit, and career 

satisfaction, it is reasonable to assume that agency also holds correlative relationships 

with other constructs. Likewise, this study demonstrated that agency mediated the 

relationships affective commitment and needs-supply fit held with turnover intentions. It 

is reasonable to consider whether agency mediates relationships with other constructs. 

Thus, agency may explain lower-than-expected work productivity in environments where 

organizations support other constructs. Practitioners may also wish to consider the 

importance of career satisfaction, as this study demonstrated that the construct held the 

highest correlative and mediative relationships with the other constructs.  

For researchers, agency may represent a hidden mediator that acts upon other 

constructs to produce seemingly inconsistent results. In terms of retention and 

performance, researchers may have an interest in aligning individual agency with other 

initiatives (e.g., supporting affective commitment or needs-supply fit) to ensure that those 

initiatives produce the most effective results. The attainment of such knowledge may help 

advance theories in the context of work in the knowledge era. 

Army practitioners and researchers may wish to develop this research further to 

mitigate recruiting and retention challenges. Research and practice into how assignment 

agency affects recruiting and retention might produce results that indicate promising 

returns on investment for workforce acquisition and retention. However, organizations 

have many interdependent relationships (Senge, 2006), and adjusting assignment policies 

will likely require adjusting talent distribution and development policies as well. Further 
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Army research and practice into how developmental agency affects recruiting and 

retention might also present promising opportunities. However, similar to the anticipated 

effects of adjusting assignment policies, the adjustment of developmental policies may 

create challenges for the classical Army officer and non-commissioned officer 

development models. Given the current recruiting and retention environment the Army 

faces, it is clear that change must occur. This study presents a viable opportunity for 

Army researchers and practitioners to further develop. 

Limitations 

Identified limitations provided both context associated with student research 

endeavors and insights for future research projects. The original five limitations were the 

cross-sectional nature of the data collection, the lack of literature related to agency, 

common method bias, survey fatigue, and the researcher’s perspective. Cross-sectional 

data is vulnerable to historic effects. There was no mitigation for this limitation. The lack 

of literature related to agency is partially mitigated by this study and the researcher’s 

intent to publish the results. Common method bias in this study remained unmitigated and 

related to the cross-sectional data collection and the uniform design of the survey items. 

Survey fatigue was partially mitigated by a short survey instrument. The researcher’s 

perspective was mitigated by providing a situated perspective. While not common in 

quantitative research, this researcher believed that providing a situated perspective is a 

critical component of integrity in the research and reporting processes. Four more 

limitations arose during the conduct of the study. 

First, student research with Army populations should be avoided. Army 

populations require decentralized coordination between the AHRPO, IMCO, and a 
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sponsor. Additionally, the Army does not promulgate an official standard for the 

overarching process. This places student researchers in a nexus of ambiguity wherein no 

one entity can authorize a study, but any entity can deny the study. While the Army 

representatives supporting this study were very helpful, several delays accounted for 

more than six months of non-productivity.  

Second, the limitation of using pre-validated scales became evident during the 

analysis of the turnover intentions variables. Servicemembers are subject to service 

obligations, meaning that many cannot leave regardless of their preferences. Thus, while 

48.9% of respondents identified that they had a high likelihood of remaining in service in 

the next 12 months, 42.2% of respondents also identified that they would resign from 

federal service (cf. 6.7% who would retire and 31.8% who would move to another federal 

job). Two servicemembers even sent a direct email communication to articulate 

frustration with the turnover intentions scales and highlighted their inability to leave the 

service within the year even though they desired the option. Thus, a scale specific for 

service members without the ability to leave the service should be designed and 

validated.  

Third, the study design did not call for an analysis of the differences between 

officer and noncommissioned officer populations. Given that these groups have different 

talent management models, it would be interesting to test and compare whether they 

present different results. Finally, The Army is a secular organization and would not 

permit inquiries into religious aspects of the study population. Thus, workplace 

spirituality remained untested even as its explanation aligned with secular preferences.  

Recommendations for Future Research 
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 This study presented several future research opportunities. First, the development 

of agency as a global construct with constituent facets is a potential focal area that may 

reduce the difficulty of measuring agency in the workplace (Braun et al., 2018; 

Toiviainen, 2022). Second, confirming the theoretical interactions between agency and 

other constructs may be a useful means of understanding how and why people react to 

varying workplace conditions (Bandura, 2006; Engbert et al., 2008). Such knowledge 

may enhance organizational development and change initiatives. Third, given the large 

effects observed in this study, understanding what factors influence career satisfaction in 

the Army context is important. Fourth, understanding why there was a high response rate 

for servicemembers with over 12 years of service (n = 189) should be explored further. 

Fifth, a study designed to analyze the difference between officers and noncommissioned 

officers is important because the organizational management models are different for 

both groups. Further, such an effort will help to inform how large organizations manage 

the differences in talent management between core and peripheral groups (Piasecki, 

2020). Sixth, a future study should examine why married and single soldiers have lower 

turnover intentions than divorced and re-married soldiers. Finally, a longitudinal study 

should explore how agency affects servicemembers at early, mid, and late career stages. 

This is salient to senior Army leaders because the Army cannot acquire senior-level 

talent, it can only develop the requisite professionalism and expertise from within its 

ranks.  

Summary 

Among mid-career Army professionals, agency influenced turnover intentions 

and mediated the relationships affective commitment and needs-supply fit held with 
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turnover intentions. In this study, agency’s effects on the other variables indicated that 

researchers and practitioners alike should consider agency for workplace contexts. Future 

research efforts may be able to establish facets of the agency construct, making the ability 

to measure and assess the effects the construct holds in different contexts easier and more 

reliable. This study generalized across the United States Army mid-career cohort, 

however, the findings may extend to other American military services and federal 

organizations.  
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APPENDIX B: RECRUITMENT EMAIL 

Dear Army Professional: 
 
As a graduate student in the School of Behavioral Sciences at Liberty University and in 
coordination with the Army Talent Management Task Force, I am conducting research to 
better understand how agency influences turnover intentions. The purpose of my research 
is to determine the relationships among agency, affective commitment, needs-supply fit, 
career satisfaction, and turnover intentions, and I am writing to invite eligible participants 
to join my study. 
 
Participants must be 18 years of age or older, active-duty officers or noncommissioned 
officers in the pay grades of O-3 to O-4 and E-6 to E-7, with at least six but less than 12 
years of service, and more than 30 days of service left before separation. Participants, if 
willing, will be asked to navigate to a website and respond to a two-part survey. The first 
part of the survey will consist of 8 questions to collect anonymized demographic data. 
The second part of the survey will contain 17 choice-matched questions. It should take 
approximately 10 minutes to complete the procedure listed. Participation will be 
completely anonymous, and no personally identifying information will be collected. 
 
In order to participate, please click here: 
(https://liberty.co1.qualtrics.com/jfe/form/SV_2fQo4lmlefhO7Q2). This link is active 
now and will close 10 November 2023. 
 
A consent document is attached to this email and is included on the first page of the 
survey. The consent document contains additional information about my research. After 
you have read the consent form, please click the link to proceed to the survey. Doing so 
will indicate that you have read the consent information and would like to take part in the 
survey. 
 
Survey Control Number: ISES-RM-23-189 
 

  

https://liberty.co1.qualtrics.com/jfe/form/SV_2fQo4lmlefhO7Q2


   
 

121 

 

APPENDIX C: SURVEY 

Survey for Liberty University Dissertation: Army Talent Management 

Disclosure: I am asking you to complete this survey as part of the requirements for my 
dissertation in a doctoral psychology program. Your answers will remain completely 
anonymous. No personal information about you will be linked to this survey. Please do 
not put your name or any other identifying information on the survey. The results of this 
survey will be used for educational and research purposes. Additionally, this research is 
intended to inform the Army Talent Management Task Force efforts to improve retention 
through job assignment and professional development processes. One aspect of this study 
is to develop a foundational knowledge of officer and noncommissioned officer attitudes 
on whether they have any agency, or "voice", in their day-to-day professional duties or 
not. As such, the results may be published or released to the public. You must be 18 years 
of age or older, an active duty officer (Captain or Major) or noncommissioned officer 
(Staff Sergeant or Sergeant First Class) in the United States Army, with at least six but 
less than 12 years of service to have your responses included in this survey analysis. 
Further, you must not be within 30 days of separation from the service. 
  
Part I: Demographic         
Directions for Part I: Please choose the option that best indicates your status.   
         
1. Are you within 30 days of separation from the Army?     
   
 ____ Yes       
 ____ No       
         
2. What is your current pay grade?        
 
 ____ O4       
 ____ O3       
 ____ E7       
 ____ E6       
 ____ None of these       
         
3. How many years of service do you have?        
 
 ____ More than 12       
 ____ 12       
 ____ 11       
 ____ 10       
 ____ 9       
 ____ 8       
 ____ 7       
 ____ 6       
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 ____ Less than 6       
    
4. What is your age?        
 
 ____ Over 45       
 ____ 40-45       
 ____ 35-39       
 ____ 30-34       
 ____ 25-29       
 ____ 20-24       
 ____ 18-29  
 ____ Under 18  
    
 
5. What is your marital status?        
 
 ____ Single/never married       
 ____ Married or domestic partnership       
 ____ Remarried or divorced with a new domestic partnership    
 ____ Divorced/never remarried       
 ____ Separated        
 ____ Widowed       
         
6. What is your highest level of civilian education?       
  
 ____ Doctoral (conferred)       
 ____ Doctoral (pending)       
 ____ Master's (conferred)       
 ____ Master's (pending)       
 ____ Bachelor's (conferred)       
 ____ Bachelor's (pending)       
 ____ Associate's (conferred)       
 ____ Associate's (pending)       
 ____ High School Diploma       
 ____ GED       
         
7. What sex was originally listed on your birth certificate?     
   
 ____ Male       
 ____ Female       
 ____ Decline to answer       
         
8. What is your race/ethnicity?         
 
 ____ American Indian or Alaskan Native       
  ____ American Indian      
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  ____ Alaskan Native      
 
 ____ Asian       
  ____ East Asian (e.g., Chinese, Japanese, Korean, Taiwanese  
    
  ____ Filipina/o/x      
  ____ South Asian (e.g., Indian, Pakistani, Nepalese, Sri Lankan)  
    
  ____ Southeast Asian (e.g., Cambodian, Vietnamese, Hmong)  
    
 ____ Black       
  ____ Black or African American      
  ____ African      
  ____ Caribbean      
 
 ____ Hispanic or Latina/o/e/x       
  ____ Central American      
  ____ Cuban      
  ____ Mexican or Mexican American      
  ____ Puerto Rican      
  ____ South American      
 
 ____ Native Hawaiian or Pacific Islander (non-Native Hawaiian)   
    
  ____ Native Hawaiian 
  ____ Pacific Islander (non-Native Hawaiian)    
  

____ Middle Eastern       
 
 ____ White       
 
 ____ Other       
 
 ____ Decline to answer       
         
Part II: Constructs         
Directions for Part II:  Part II consists of five constructs (i.e., agency, affective 
commitment, needs-supply fit, career satisfaction, turnover intentions). Each construct 
will have an accompanying definition and instructions for your response. Please read 
each prompt carefully, then choose a single response item that best indicates your status.   
         
Part IIa: Agency         
Directions for Part IIa: This section consists of two prompting items with five response 
options each. Please choose the response option that best indicates your status for each 
prompt. 
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Agency is defined as “A combination of intention and action that results in making things 
happen” (Chen & Hong, 2020, p. 194)."       
  
 Prompt 1: Relating to my military job assignments …    
          
 1a: I have a distinct voice 
  ____ Strongly disagree       

 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree  

       
 1b: I can exercise my free will 
  ____ Strongly disagree       

 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree  

     
 1c: I have control over my own voice 
  ____ Strongly disagree       

 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree  

 
 1d: I have the ability to assert myself 
  ____ Strongly disagree       

 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree  

 
 1e: I have control over my actions 
  ____ Strongly disagree       

 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree  
 
1f: I have control over the information I find 
 ____ Strongly disagree       
 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree  
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 Prompt 2: Relating to my military professional development …  
 
 2a: I have a distinct voice 
  ____ Strongly disagree       
  ____ Disagree       
  ____ Neither agree nor disagree       
  ____ Agree       
  ____ Strongly agree  
       
 2b: I can exercise my free will 
  ____ Strongly disagree       
  ____ Disagree       
  ____ Neither agree nor disagree       
  ____ Agree       
  ____ Strongly agree  
     
 2c: I have control over my own voice 
  ____ Strongly disagree       
  ____ Disagree       
  ____ Neither agree nor disagree       
  ____ Agree       
  ____ Strongly agree  
 
 2d: I have the ability to assert myself 
  ____ Strongly disagree       
  ____ Disagree       
  ____ Neither agree nor disagree       
  ____ Agree       
  ____ Strongly agree  
 
 2e: I have control over my actions 
  ____ Strongly disagree       
  ____ Disagree       
  ____ Neither agree nor disagree       
  ____ Agree       
  ____ Strongly agree  
 

2f: I have control over the information I find 
  ____ Strongly disagree       
  ____ Disagree       
  ____ Neither agree nor disagree       
  ____ Agree       
  ____ Strongly agree  
             
Part IIb: Affective commitment         



   
 

126 

Directions for Part IIb: This section consists of one prompting item with five response 
options. Please choose the response option that best indicates your status. 
 
Affective commitment is defined as “an employee’s affective or emotional attachment to 
an organization” (Ennis et al., 2018, p. 204)."      
   
 Prompt: Thinking about the past, I felt emotionally attached to my organization 
          
 ____ Strongly disagree       
 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree       
         
Part IIc: Needs-supply fit          
Directions for Part IIc: This section consists of one prompting item with five response 
options. Please choose the response option that best indicates your status. 
 
Needs-supply fit is defined as “correspondence between employee needs (e.g., for 
autonomy at work) and what the job supplies (e.g., giving employees a high level of 
discretion over performing their work” (Klaic et al., 2018, p. 672)."     
         

Prompt: Thinking about the past, I felt like the things that I needed from my job 
were fulfilled by what my job offered me, financially, socially, and/or 
psychologically.        

         
 ____ Strongly disagree       
 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
 ____ Strongly agree       
         
Part IId: Career satisfaction         
Directions for Part IId: This section consists of one prompting item with five response 
options. Please choose the response option that best indicates your status. 
 
Career satisfaction is defined as ""an internally defined outcome representing an 
individual’s career progression, and positive psychological and work-related outcomes” 
(Singh, 2022, p. 6)."         
         
 Prompt: Please answer the following: I am satisfied with my career.  
  

____ Strongly disagree       
 ____ Disagree       
 ____ Neither agree nor disagree       
 ____ Agree       
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 ____ Strongly agree       
         
Part IIe: Turnover intentions         
Directions for Part IIe: This section consists of two prompting items. The first item has 
five response options. The second item has four response options. Please choose the 
response option that best indicates your status for each item. 
 
Turnover intentions are defined as “individuals’ perceived likelihood that they will be 
staying or leaving their employing organization” (Nauman et al., 2021, p. 2)."  
          
 Prompt 1: How likely is it that you will leave your agency in the next 12 months? 
       
 ____ Very likely       
 ____ Somewhat likely       
 ____ Neither likely nor unlikely        
 ____ Somewhat unlikely       
 ____ Very unlikely 
 ____ Don’t know/can’t judge      
         
 Prompt 2: If you leave your present job, would you be:    
  

____ Retiring from federal service       
 ____ Resigning from federal service       
 ____ Moving to another job within federal service     
 ____ Not sure         
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APPENDIX D: TABLES 

Table 3             
              
Explorative Statistics: Variables and Turnover Intentions   
              
    Turnover Intentions Level 

    1b 2b 3b 4b 5b 

Affective 
Commitment 

N 47 57 28 140 55 

Ma 2.89 3.25 3.5 3.78 3.78 

SDa 1.76 1.755 1.599 1.619 1.607 

Needs-Supply 
Fit 

N 55 69 58 121 24 

Ma 2.82 3 3.69 3.9 4.5 

SDa 1.744 1.749 1.603 1.567 .978 

Career 
Satisfaction 

N 45 61 48 123 50 

Ma 2.53 2.57 3.38 4.05 4.5 

SDa 1.753 1.698 1.566 1.436 1.165 

              
Note. Table 3 depicts the relationships between variables and turnover intentions. 

The means indicate a trend of lower turnover intentions with an increase in the 

variable levels (i.e., individuals with higher levels of affective commitment 

indicated lower levels of turnover intentions). 

a Statistics represent the turnover intentions mean for the named category. b Levels 

are indicated as the choices on the survey instrument: 1 = very likely; 2 = somewhat 

likely; 3 = neither likely nor unlikely; 4 = somewhat unlikely; 5 = very unlikely.  
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Table 4             
                
Mediation of Agency Between Affective Commitment and Turnover Intentions 
                
    B 95% CI SE β R2 ΔR2 

Step 1         .036 .036*** 

  Constant 2.742*** [2.259, 3.226] .246       
  Affective 

Commitment .240*** [.104, .376] .069 .189***     
Step 2         .234 .234*** 

  Constant 2.390*** [2.166, 2.614] .114       
  Affective 

Commitment .319*** [.256, .382] .032 .484***     
Step 3         .055 .055*** 

  Constant 2.022*** [1.286, 2.758] .374       
  Affective 

Commitment .144† [-.010, .298] .078 .114†     
  Agency .301* [.068, .535] .119 .157*     
                
Note. Table 4 depicts the mediation analysis using the Sobel method. Step 1 

regresses turnover intentions on affective commitment. Step 2 regresses the 

agency on affective commitment. Step 3 regresses turnover intentions on agency 

and affective commitment. As seen in Step 3, the strength of the relationship 

between affective commitment and turnover intentions was reduced to non-

significance when agency was added to the model, indicating a mediation effect.  

***p <.001; **p < .01; *p <.05; † Non-Significant. 
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Table 5             
                
Mediation of Agency Between Needs-Supply Fit and Turnover Intentions 
                
    B 95% CI SE β R2 ΔR2 

Step 1         .091 .091*** 

  Constant 2.323*** [1.871, 2.776] .230       
  Needs-

Supply Fit .408*** [.267, .549] .071 .302***     
Step 2         .330 .330*** 

  Constant 2.245*** [2.043, 2.447] .103       
  Needs-

Supply Fit .403*** [.341, .466] .032 .575***     
Step 3         .093 .093*** 

  Constant 2.022*** [1.286, 2.758] .374       
  Needs-

Supply Fit .364*** [.192, .536] .087 .269***     
  Agency .109† [-.136, .354] .124 .057†     
                
Note. Table 5 depicts the mediation analysis using the Sobel method. Step 1 

regresses turnover intentions on needs-supply fit. Step 2 regresses the agency 

on needs-supply fit. Step 3 regresses the turnover intentions on agency and 

needs-supply fit. As seen in Step 3, the strength of the relationship between 

needs-supply fit and turnover intentions was reduced (Δβ = -.033) when agency 

was added to the model, indicating a mediation effect.  

***p <.001; **p < .01; *p <.05; † Non-Significant. 
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Table 6               
                  
Mediation of Agency Between Career Satisfaction and Turnover Intentions   
                  
    B 95% CI SE β R2 ΔR2  

Step 1         .188 .188*** 
 

  Constant 1.723*** [1.280, 2.166] .225        
  Career 

Satisfaction .563*** [.435, .690] .065 .434***      
Step 2         .420 .420***   

  Constant 2.035*** [1.841, 2.230] .099         

  Career 
Satisfaction .437*** [.381, .493] .028 .648***       

Step 3         .196 .196***   

  Constant 2.193*** [1.523, 2.863] .341         

  Career 
Satisfaction .664*** [.497, .831] .085 .511***       

  Agency -.231† [-.479, .017] .126 -.120†       

                  
Note. Table 6 depicts the mediation analysis using the Sobel method. Step 1 

regresses turnover intentions on career satisfaction. Step 2 regresses the agency on 

career satisfaction. Step 3 regresses the turnover intentions on agency and career 

satisfaction. As seen in Step 3, the strength of the relationship between career 

satisfaction and turnover intentions increased (Δβ = .077) when agency was added 

to the model, indicating no mediation effect.  

***p <.001; **p < .01; *p <.05; † Non-Significant. 

 
 
 
 
 

 
 


