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Abstract

This paper presents the conceptual framework of intention to stay among City Traffic Police, Lahore. The high turnover rate among city
traffic police officers in Lahore has drawn the attention of the Government as well as academicians. It is believed that city traffic police
in Lahore may feel there is limited prospects of career growth and may have negative perceptions on organisational justice. Nevertheless,
this has yet to be examined in greater detail. Therefore, this conceptual paper offers a research opportunity to study the impact of per-
ceived organisational justice and career growth on officer’s intention to remain in the organisation. Social exchange theory is applied to
this framework. Following this conceptual paper, a full study will be carried out using quantitative research methods. It is hoped that the
findings will benefit the City Traffic in Lahore and contribute to the body of knowledge on social exchange theory.

Keywords: Organizational Justice, Career growth, Intention to stay, Social Exchange Theory

1. Introduction

Employees retention has become a momentous challenge especial-
ly in law enforcement agenciesi. The turnover of 1145 out of 3000
officers from City Traffic Police, Lahore in 10 yearsii attracts the
attention of this issue in this research.

Various reasons justify why dealing with employee turnover is
important for organisations and researchers: Firstly, a number of
financial costs is incurred from hiring and training new staff have
been identifiediii . First, to be certified as a sworn police officer,
one is required to go through a number of specialised training
courses, thus making it impracticable to induct fully trained sworn
officers directly from the general publiciv . Though Police recruits
are paid during their training and certification period, without
being able to provide service to the publicv, make them a liability .
Second, the productivity and performance deficitsvi ; In 2006,
more than 3300 young graduates were introduced in the Lahore
traffic police as traffic wardens to redirect police culture and to
replace with public friendly policing. Initially, they performed up
to expectations but over the time, they adopted various counter-
productive behaviours that are a clear evidence of their waning
performance vii . Thirdly, the loss of organisational and job-
specific knowledge;viii “ix; As public dealing and traffic man-
agement is tasks requiring skills, It takes time for a replaced of-
ficer to be a veteran in these skills and thus results in reduced
performance. Last is the employee’s demoralisationx. The morale
of traffic wardens are dwindling as a majority of them had quit
their service because of discriminatory penalties. According to a
Psychologist report lack of (an effective) service structure had
abated the morale of traffic wardens. "Rewarding them with certif-

icates and cash prizes motivates them for some time. Promoting
officers for good work can be a permanent force of motivation"xi .
According to the rules of the Punjab Traffic Warden Service Rules
2007, every warden was to be promoted following the completion
of five years of service. Several wardens reported that lack of
promotion opportunities was the chief reason for the high turno-
verxii.

Unlike the past, career and job shifting is increasingxiii . High
employee turnover is becoming a crucial issue in public organisa-
tionsxiv. Police work is considered as one of the most taxing oc-
cupations in the worldxv . To help police officers cope with their
stressful roles, it is important to take measures that may increase
their intention to stayxvi . Therefore, turnover issue is catching the
interest of Western scholars and practitionersxvii. Intention to stay
which, reduces employee turnover, intensifies with high career
growth opportunitiesxviii and organisational justicexix. J. Liu,
Yang, Liu, Yang, & Zhang, (2015)xx investigated the impact of
organisational work, support and career growth on nurse turnover
intention in China.

Despite significant implications and the potential to prevent volun-
tary turnover, there has been limited research into the nature of
turnover in police organisationsxxi . In particular, very less work
in this regard has been done on policing in the Pakistani context.
Hence, this research is intended to examine empirically the impact
of perceived career growth and organisational justice on intentions
of those who are still working in City Traffic Police, Lahore
(CTPL) . Also, to what extent these two factors contribute to their
turnover and what possibly can be done to nourish their intention
to stay.
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2. Objectives of the study

As high turnover rates cause serious performance problems in the

public agency like Police, this study considers the importance of

organisational justice and employees’ perceived career growth on

intention to stay. It is assumed that organisational justice and per-

ceived career growth will play a vital role in the whole process,

affecting turnover and turnover intentions. The study has two spe-

cific objectives:

1. To examine the impact of organisational justice on employ-
ees intention to stay in City Traffic Police, Lahore.

2. To examine the influence of employee’s perceived career
growth on their intentions to stay in City Traffic Police, La-
hore.

3. Literature review

3.1. Social exchange theory

Social Exchange theory supports the proposed relationship of
intention to stay (ITS) with organisational justice and perceived
career growth. In this theory Blauxxii (1964) put into words social
exchanges as ‘voluntary actions’ in response of an organisation’s
treatment of its employees, expecting such treatment will give
back in the long run. Initially developed to examine the interper-
sonal relationship, Social Exchange Theory (SET) has widely
been applied to explain the nature of employee employer relation-
shipxxiii. Social exchange relationships develop when an organi-
sation shows concern for its employees. It usually results in fa-
vourable consequences for the organisationxxiv . In other words,
employee’s productive attitudes and behaviours are a result of
positive social exchange relationships.

Social exchange theory postulates that employees are more com-
mitted to their organisation and job when they perceive fair and
balanced system of exchangexxv. In ideal workplace conditions,
employees perceive high levels of support from the organisation,
supervisors and colleagues, and therefore, reciprocate with posi-
tive actions and perceptions about the organisationxxvi. If an em-
ployee perceives that the organisation has benefited from their part
of the exchange and this benefit is not reciprocated within an ap-
propriate time, as expected by the employee, this may have a det-
rimental effect on the growth of the relationshipxxvii , xxviii.
With regards to a fair social exchange experience with their organ-
isations, employees may infer that they are valued and trusted by
their organisations and thus may be more willing to return their
employer’s expectations by displaying positive attitudes Xxix .
While applying this theory in police organisation, a police officer
will show concerns for his organisation where he perceives sup-
port especially in terms of fair treatment. Conversely, the officer
may reduce productivity to seek alternative employment oppor-
tunity.

3.2. Intention to stay

According to Cotton & Tuttlexxx (1986), intentions to stay (ITS)
is an employee’s perceived probability of staying in current organ-
ization. Similarly, Hom & Griffethxxxi (1991) referred to it as the
strength of a person’s relative intent toward discretionary and
permanent discontinuation from the employment. Intention to stay
predicts retention and contrary to its intention to leave predicts
turnover of employeesxxxii. In some research turnover intention is
an essential root of real rate of employee’s withdrawal and in oth-
ers, it is the actual outcomexxxiii. March & Simon,xxxiv (1958)
took it in another dimension; according to them, intention to stay
or quit is dependent on the strength of desire for the job and easi-
ness of movement in terms of switching the job. Moreover, desir-
ability is determined by internal factors related to job satisfaction
that is associated with job embeddedness and ease of movement is
determined by options available to the employee other than cur-
rent employment.

Intention to stay positively correlates with the level of job satisfac-
tion. Numerous studies support it with the argument that dissatis-
fied employees are relatively more prone to quitting their current
employment than satisfied employeesxxxv. An employee’s level
of job satisfaction is predominantly related to an individual’s atti-
tude toward the job whether it is rewarding enough to continue
doing itxxxvi. More precisely in the case of police work, job satis-
faction is negatively associated with job-related stressors as
Yun,xxxvii Hwang, & Lynch, (2015) demonstrated this relation-
ship in a research on Korean police officers which further suggests
that employees intention to stay can be increased by applying
mediating factors on work stressors and burnout. Whereas
Adebayo & Ogunsina,xxxviii (2011) suggested that supervisory
behaviour is a chief cause of stress among police personnel in
Nigeria. Brough & Frame,xxxix (2004) examined social support
as a predictor of stress and job satisfaction that ultimately shakes
intention to stay among police personnel. This study addresses the
relationship of colleagues and supervisors in terms of social sup-
port and focuses on harassment issues especially among female
employees.

Research also links compensation with the intention to stay. Dis-
satisfaction in terms of salary package leads toward turnover. Con-
trary to it, competitive salary package helps keep the employee
motivated hence intensifies their intention to stayxl . Usually, dirty
work pays well because the appeal of money motivates employees
to tradeoff with dirty, dangerous and morally tainted jobs. Same
analogy applies on police as their nature of work is considered
dirty in most of the casesxli. The absence of a benefit package can
increase the employee’s likelihood to think about other job oppor-
tunities. A commitment model developed by Kiekbusch, Price, &
Theis,xlii (2010) based partially on job benefits, reveals that the
absence of sufficient benefits is one of the main factors coming up
with employee turnover. Moreover, individuals who experience
conflict between their professional and organization values are
more likely to quit, while those who find a good fit between it
tend to stay longerxliii.

Supervisory behaviour has profound implication on the intention
to stay as is evident in the research of Adebayo,xliv (2011) that
was conducted on police employees in Nigeria. That implies,
democratic nature of work practice can strengthen the intention to
stay. Since police leadership has best suited to the autocratic style,
subordinates were prone to stress and strainxlv. Research also
revealed that service period may affect turnover intention, implies
that senior employees are more immune to turnover intention as
compared to newcomers. However, Drewxlvi 2008 suggested that
personality trait of individual may intervene as a mediating factor.
Interpersonal relations in employment determine the level of satis-
factionxlvii (Griffeth, 1995). Similar studies show that relatedness
feeling toward coworker might motivate employees and, in turn,
affects well-being, job satisfaction and turnover. X. Hu, Kaplan, &
Dalal,xlviii (2010) extended this idea on nature of work and estab-
lished that blue collar workers develop closer relationship with
their colleagues than white collars. As a result of it, blue collar
workers prefer their relationship to the quality of work of their
coworkers.

Barrick & Zimmerman, (2005)xlix summarized that pre hire dis-
positions, behavioral intentions and attitudes envisage voluntary
turnover. Prospective employees may be predisposed to quitting
the organization in a short time for many reasons. In these instanc-
es, applicants may be intending to find a more permanent career
once they finish education or they may be biding their time until a
more suitable job appears.

There are studies which suggest that workplace stress has its role
in turnover intentions| . Podsakoff, (2007) li identified work
stressors as those criteria which positively or negatively affect
employee retention. Positive or challenge-related stressors are
labeled as those which inspire challenge among employees such as
greater responsibility and working under time constraints. Em-
ployees perceive these as potentially promoting personal growth
and achievement. By meeting the expectations of their superiors
and accomplishing assigned tasks, employees showed more lon-
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gevity and fewer propensities for turnover. In contrast, negative or
hindrance-related stressors are identified as job ambiguity, organi-
zational politics, and concerns about job security. Job ambiguity is
cited as the absence of clear, consistent information about the set
of expected job functions and has been identified as one of the
first possible indicators of turnoverlii. Organizational politics are
defined by popularity and favoritism. Consequently, employees
are apt to identify these negative stressors as potentially hindering
their personal development, work- related accomplishments, and
opportunities for growth or promotion. Kiekbusch et al., (2010)liii
found that negative stressors are related to a decrease in job satis-
faction and an increase in job search behaviors and turnover.
Overall, turnover has a detrimental effect on police organizations.
This ill effect can be in the form of direct or indirect costs. Direct
costs are associated with recruitment, selection, training, overtime,
and other monetary figures. Indirect costs include the disruption in
police service to the community and a decline in agency morale.
The general organizational literature identifies numerous factors
that contribute to employee turnover including job dissatisfaction,
low organizational commitment, stress, lack of social support,
inadequate supervision and leadership, low pay, and insufficient
trainingliv ‘v “Ivi ‘lvii.

Literature that has focused specifically on retention and turnover
within the law enforcement profession suggests that job dissatis-
faction and shortcomings within the organization contribute to
police turnoverlviii. Still other researchers suggest that inconsist-
encies between expectations of the job and the reality of police
work, as well as lack of opportunities for career advancement are
factors that cause officers to leave the joblix.

Although there is some research on the role of job expectations,
there is very limited identifiable studies which examine how ca-
reer development opportunities, or the lack thereof, influence
turnover within small police agencies.

3.3. Organisational justice

For building up trust in workers and employees, the organisation
has to take a fair approach in all aspects connected with daily
work. Organisational justice is composed of three dimensions:
distributive, procedural and interactional justice.

Moorman, (1991)Ix expounded this construct with the ways em-
ployee determine whether they have been treated fairly in their
work and whether those determinations influence other work re-
lated attitudes.

The employees in a workplace will focus on fair treatment, which
motivates them to keep up the fairness within the relationships
between them and the organisation. Researchers have contended
that the form of equity in the workplace is based on the ratio of
inputs to the outcomes; if employees feel there is any inequity
when compared with the others, resentments or unpleasant feel-
ings emergelxi . In a study of health workers in Nigeria, organisa-
tional justice was found to have a substantial effect on turnover
intentionlxii (Owolabi, 2012). Although different kinds of benefits
will help to attract employees to stay in an organisation with a
positive organisational culture, the primary driver for employee
satisfaction and retention is a social environment of justicelxiii
(Owolabi, 2012).

3.4. Interactional justice

Interactional justice in the workplace is rooted in social exchange
theory and the norm of reciprocitylxiv . It also refers to the organi-
sation’s concern about the feelings and well-being of employees
and with quality treatment when procedures are enforcedIxv . It
has two dimensions: informational justice and interpersonal jus-
ticelxvi . Informational justice is about actions taken by the man-
agement, such as how the information is disseminated to the em-
ployees (e.g. listening to the employees’ concerns, providing ade-
quate explanations for decision-making, demonstrating care about
their well-being). It explains how the information is conveyed and
offered to the people. Whereas, Interpersonal justice pertains to

personal treatment, such as politeness, respect and dignity. Anoth-
er study found that employees indicate their concerns about the
treatment they receive from an organisation and their participation
and the transparency of the procedures of decision-makinglxvii .
From the social exchange perspective, employees expect to re-
ceive honest, fair, truthful and respectful treatment from their
organisation or its representatives. When they receive fair treat-
ment, they will have greater satisfaction with their job. It is essen-
tial for management to foster sustainable advantages in the highly
competitive world today. Hence, the management of an organisa-
tion has to be very informative and respectful to its employees to
retain themlxviii. Interactional justice has been found to be nega-
tively related to turnover intentionIxix.

3.5. Distributive justice

Distributive justice refers to the fairness of treatment for the re-
wards they receive, such as pay and promotionsixx . The concept
was initially derived from Adams,Ixxi who used an equity theory
framework to evaluate fairness. Adam,Ixxii (1965) asserted that
employees use fair treatment as a motivating force to retain fair-
ness within the relationships with their co-workers and the organi-
sation. In other words, the employee will weigh their perceived
input and outcome ratio. It is also the perceptions of the employ-
ees that their pay and promotions are to be fair compared to their
co-workers. If they notice that they are paid inequitably based on
the same job specification, then negative feelings will occur. As a
result, dissatisfaction and negative effects, such as changing jobs,
emerge in the workplacelxxiii , which is in line with Moorman’s
(1991) statement about organisational justice.

In a study of the significance of organisational justice on turnover
decisions, Muzumdar (2012)Ixxiv suggested that in a manufactur-
ing industry, it would be useful to count not only the number of
parts produced by the workers but also the number of errors com-
mitted while the parts were produced. It reflects the factor of the
outcome, where fairness such as the reward allocation for the in-
dividual’s hard work has to be justified regarding the quantity and
quality of performance in the workplace. Researchers have also
reported that distributive justice is related to trust in an organisa-
tion, organisational commitment and other work outcomesIxxv.

3.6. Procedural justice

Procedural justice refers to the fairness of the manner in which the
decision-making process is conductedIxxvi. Procedural justice was
first introduced by WalkerIxxvii in third-party dispute proceed-
ings, such as arbitration and mediation. Procedural justice occurs
in a shift in the perception of an individual, from what was decid-
ed on to how the decision was madelxxviii. Other studies have
revealed a strong relationship between procedural justice and or-
ganisational trust, as well as in the outcomes of organisational
commitmentIxxix.

3.7. Career growth

While ‘career’ is understood as an individual’s succession of work
experiences in his lifetimelxxx , ‘career growth’ is defined as
“one’s perceptions of the chances of development and advance-
ment within an organisation”Ixxxi . Previous research on career
growth has investigated aspects such as career self-management
and graduates’ early experiences in an organisationlxxxii . A sur-
vey conducted by Weng & McElroy (2012)Ixxxiii in 176 compa-
nies in nine cities of China argued that not much emphasis has
been paid to the specific ways in which experienced employees
perceive their opportunities for promotion and development in an
organisation.

Personal development opportunityIxxxiv , promotion equity and
trainingIxxxv and opportunity for learning affect employees'
commitment to organisations. Organisations need to provide ad-
vancement for workers in the form of career growth, career devel-
opment or career success to establish and maintain the attachment
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of employees to the organisationlxxxvi . This may involve promo-
tion or lateral movement to new functions or knowledge and skill
development or new assignments within a given area. The devel-
opment processes must focus on both the organisation’s need to
fill roles and employees’ needs to have some sense of advance-
ment in their work prospectsixxxvii . Surveys conducted by B.
Shuck et al., (2014)Ixxxviii in China on the career choice of po-
tential employees of several organisations proves that career de-
velopment is one of the most significant factors in ideal career
choice. Other research has indicated that employee perceptions of
positive internal career advancement opportunities may lead to
low turnover intentionsIxxxix .

A survey conducted among managers, professional personnel and
technicians in 176 companies in China suggested that employees
give positive commitment to employers who back up Human Re-
source Management (HRM) practices with a competitive reward
system such as the opportunity for career growth that reinforces
the value of employee contributions to the organisationxc. The
study was later supported by Wang, Weng, McElroy, Ashkanasy,
& Lievens, (2014)xci based on a survey among managers in 131
companies operating in China, indicating that career growth has a
bearing not only on an employee’s own efforts and ability to pur-
sue personal career goals and gain new skills but also on the em-
ployer’s support in providing incentives for such activities by an
increase in organisational rewards. On the other hand, when em-
ployees perceive that there is inequity in performance appraisal
and compensation, this negative perception leads them to recipro-
cate in the form of low organisational commitmentxcii . Career
growth which includes promotion speed and remuneration growth
are linked to performance appraisal. Good performance appraisals
from the person responsible for rating an individual employee’s
performance impact on merit for promotion as well as remunera-
tion growthxciii .

3.8. Promotion speed

Seibert, Kraimer, & Crant, (2001)xciv defined ‘promotion’ as any
increase in level and or any significant increase in job responsibili-
ties or job scope. Promotion speed was described by Dries, Pe-
permans, & Carlier, (2008)xcv as the pace at which the employee
has climbed the ladder as opposed to stagnating in the same func-
tion for long time. Where internal promotion speed appears to
match employees’ contributions to the success of the organisation,
those employees are more likely to be satisfied and develop a
sense of belongingxcvi.

3.9. Career goal progress

Achieving career goal progress is a typical example of higher
order need satisfactionxcvii. The convergence of the employee-
employer relationship correlates to employees feeling more affini-
ty with the organisation and they experience career development
when they are in jobs connected to their career goalsxcviii. Ac-
cording Juhdi & Hashim (2013),xcix in their survey of employees
in Malaysian companies, suggested that individuals who perceives
they have the relevant educational backgrounds, skills and
knowledge of job and company core business tend to be commit-
ted to the organisation. A survey of grocery store and hospital
employees conducted by (Mitchell & Lee, 2001)c in the US ar-
gued that employees who have knowledge, job skills and abilities
which fit their job descriptions may become professionally and
personally attached to the organisation.

3.10. Professional ability development

Achieving professional ability development in an organisation is
also an example of an advanced level of need satisfactionci. The
opportunity to gain knowledge in an organisation can be a signifi-
cant determinant of employees’ work-related attitudes and behav-
iour and their unwritten psychological contract with the employ-
ercii. For this study, professional ability development or training is

defined as the development of the knowledge, skills and abilities
that employees require to perform their tasks competently ciii.
Hackman & Oldham, (1975)civ argued that experiencing mean-
ingful work is connected to positive satisfaction as well as de-
creased staff turnover. A survey of nurses in US public hospitals
carried out by Bartlett, (2001)cv suggested that the provision of
professional ability development might be perceived as a sign that
the employer is making an effort to engage in social exchange
with employees, and thus might induce reciprocity in terms of the
employees strengthening their emotional attachment and feelings
of obligation to the organisation.

3.11. Remuneration growth

In addition to promotion speed, remuneration growth also pro-
vides a measure of how employees are evaluated by employerscvi.
Employees expect fair value and return from their employers as
referred to psychological contract and balance social ex-
changecvii. Surveys conducted by Weng and McElroy (2012)cviii
in China reported that remuneration growth is positively associat-
ed with organisational commitment when employees perceive that
their contributions are valued by the employer in terms of remu-
neration and rewards. Remuneration encompasses fringe benefits,
salary and yearly bonuscix . Moreover, Juhdi et al. (2013)cx in
their survey among employees of universities, banks, insurance
and finance companies in Malaysia and Miao et al. (2013)cxi in
their survey among full-time employees of government admin-
istration departments in China suggested that remuneration has a
positive influence on organisational commitment, as when em-
ployees perceive that what they think they should receive is being
met by the employer, then organisational commitment tends to
increase.

3.12. Interrelationship among constructs

Based on social exchange theory and review of the literature, this
research conceptualises the following hypothesis in context of
City Traffic Police, Lahore:

Based on social exchange theory and review of the literature, this
research conceptualises the following hypothesis in context of
City Traffic Police, Lahore:

H1: Higher the level of Organisational justice, higher the intention
to stay

H1(a): Distributive justice is related to intention to stay

H1(b): Procedural justice is related to intention to stay

H1(c): Interactional justice is related to intention to stay

H2: Higher the level of Perceived Career Growth, Higher the in-
tention to stay

H2(a): Career goal progress is related to intention to stay

H2(b): Professional ability development is related to intention to
stay

H2(c): Promotion speed is related to intention to stay

H2(d): Remuneration growth is related to intention to stay

4. Research framework and design

This paper intends to propose an appropriate research framework
and research design to empirically examine the interaction of vari-
ous constructs as shown in Figure 1.
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Distributive justice
~
H1(a)
Procedural Justice
H1(b)
Interactional
PCG
H2(a)
Career goal progress _—
H2(b)
Professional ability
development — H2
Promotion speed = H2(d
Remuneration 1
growth
Fig. 1

5. Conclusions and future recommendation

The primary objective of this study is to determine the factors that
significantly contribute in understanding the behaviour of traffic
wardens for staying or quitting current job. Results of this study
may provide the empirical base in explaining the high turnover in
CTPL. Higher police authorities would be able to take corrective
measures to increase officer’s retention that will ultimately im-
prove their performance. This study will motivate researchers to
turn their attention towards traffic police regarding their policy
issues, which largely have been neglected. The proposed model
can be applied to other departments where turnover is a critical
issue. Future research in this area can enrich this framework by
adding endogenous and exogenous factors to determine the inten-
tion of employees in an organisation.
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