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Abstract

Orientation: Although previous research found evidence that burnout is associated with turnover intention, few studies explore this phenomenon among electronics manufacturing employees in South Africa.

Research purpose: To investigate the relationship between burnout and turnover intention among electronics manufacturing employees.

Motivation for the study: The study explored the relationship between burnout and turnover intention in order to propose interventions that can reduce burnout and turnover intention in electronics manufacturing companies.

Research approach/design and method: The study employed a cross-sectional quantitative research methodology: a self-administered structured questionnaire, principal component analysis and the Spearman’s correlation coefficient. A convenience sample of 133 employees from a selected electronics manufacturing company in South Africa participated in the survey.

Main findings: The development of burnout among electronics manufacturing employees is conceptualised by two dimensions: exhaustion/cynicism and professional efficacy. However, exhaustion/cynicism is the only dimension associated with turnover intention. Exhaustion/cynicism is significantly positively related to job cognitions, job search activities, likelihood of leaving the job and turnover intention. Employees’ job functions and satisfaction with stakeholder relationships influence burnout and ultimately turnover intention. Factory workers experienced significantly higher levels of exhaustion/cynicism compared to those performing other functions. Exhaustion/cynicism is significantly negatively associated with supervisor relationships whereas professional efficacy is significantly positively associated.

Practical/managerial implications: The study identified opportunities for electronics manufacturing companies to reduce burnout by developing interventions.

Contribution/value-add: The study makes a number of recommendations to reduce burnout and ultimately increase retention of electronics manufacturing employees.
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Introduction

It is in the interest of all organisations, including electronics manufacturing companies, to identify and understand the causes of burnout in order to mitigate its dysfunctional consequences. Although burnout has numerous causes, this article will only mention some of the antecedents that are affected more directly in the current business environment.

Globalisation and technological innovation have triggered an increase in the number of electronics manufacturing companies that are experiencing major organisational changes such as acquisitions, mergers, downsizings and retrenchments (e.g. Cartwright & Holmes, 2006, p. 199). The selected company in the present study is an electronics manufacturing plant in South Africa that has a history of downsizings and retrenchments that have contributed to higher job demands due to role overload, role conflict and role ambiguity, and lower job resources due to loss of human capital and social support. Higher job demands and lower job resources may increase the levels of burnout experienced by electronics manufacturing employees (Hu, Schaufeli, & Taris, 2017, p. 642; Maslach, Schaufeli, & Leiter, 2001, p. 407; Wang, Huang, & You, 2016, p. 255). Previous research found evidence that major organisational changes are significant predictors of turnover intention (Holtom, Mitchell, Lee, & Inderrieden, 2005, p. 345).

The researcher speculates that employees performing functions directly related to manufacturing are more susceptible to burnout compared to those performing other functions. Two possible explanations are proposed for the high levels of burnout among factory workers. Firstly, employees directly involved in manufacturing functions operate in a controlled factory environment where subordinates and supervisors interact directly on a daily basis. These intense interrelationships between stakeholders can trigger burnout among electronics manufacturing employees (Maslach, Jackson, & Leiter, 1996, p. 4; Maslach & Leiter, 2016, p. 103). Although these intense relationships may in some cases lead to work engagement rather than burnout, this is unlikely in the current context, because downsizings and retrenchments at the selected company may contribute to negative outcomes for employee decision-making, autonomy and resources (Maslach & Leiter, 2016). Secondly, satisfaction with supervisor relationships can deteriorate due to the negative consequences of major organisational changes, and ultimately contribute to the burnout of electronics manufacturing employees (Maslach et al., 2001, p. 407; Shah, 2000).

Previous research found evidence that burnout has negative implications for individuals, family and friends, as well as a number of stakeholders in the organisation, including colleagues, subordinates, supervisors and clients (Cordes & Dougherty, 1993, pp. 639–640; Maslach et al., 1996, p.38). An important consequence of burnout is turnover intention that may ultimately lead to the actual turnover of electronics manufacturing employees (Du Plooy & Roodt, 2010, p. 11; Mor Barak, Nissly, & Levin, 2001, p. 652).

The relationship between burnout and turnover intention has been confirmed across different nationalities and occupational groups, for example among public welfare professionals (Lee & Ashforth, 1993), human service employees (Mor Barak et al., 2001); South African information and communication technology (ICT) employees (Du Plooy & Roodt, 2010), Chinese automobile manufacturing employees (Lin, Jiang, & Lam, 2013), Turkish health employees (Elci, Yildiz, & Karabay, 2018) and Indonesian auditors (Santoso, Sitompul, & Budiatmanto, 2018). Although previous research has investigated the relationship between burnout and turnover intention across various settings and occupational groups before, to the best of our knowledge, we’re the first to address this issue in the electronics manufacturing industry of South Africa.

The aim of this study is to reduce this gap by contributing to the body of knowledge on burnout research of electronics manufacturing employees in South Africa.

Research purpose and objectives

Voluntary turnover at the selected company has almost doubled from 4.71% to 8.39% during the last five years leading up to this study. The respondents in the present study experienced considerable pressures due to the negative outcomes of mergers and downsizings at the selected company which can ultimately lead to burnout. It is proposed that voluntary turnover at the selected company is high because the employees are suffering from burnout. The purpose of this study is to investigate the relationship between burnout and turnover intention among employees at a selected electronics manufacturing company in South Africa.

This research will test the hypothesis that burnout is positively related to turnover intention by answering the following research question: Is there a relationship between burnout and turnover intention at the selected company? If the hypothesis is supported, interventions will be recommended to reduce burnout and turnover intention at the selected company. Implementation of these interventions will increase the productivity and profitability of the selected company by mitigating the negative consequences of burnout and turnover intention.

Literature review

Burnout

Previous research found that burnout is associated with turnover intention not only in the human services and education professions, but also in occupations that are not related to these professions (Visser & Rothmann, 2008). The development of burnout in occupations other than human services and education is conceptualised as a three-dimensional construct that comprises exhaustion, cynicism and professional efficacy. Exhaustion refers to feelings of physical and emotional fatigue, but without direct reference to people as the source of these feelings. Cynicism is based on negative attitudes toward work rather than personal work relationships and refers to the tendency of employees to distance themselves from work in order to cope with exhausting demands. Professional efficacy refers to self-assessment of employees based on expectations of continued effectiveness at work rather than interaction with people at work.

Maslach and Leiter (2008, p. 498) highlighted the importance of understanding the antecedents of burnout in order to develop interventions that can counter the negative outcomes of burnout. Maslach et al. (2001) categorised the numerous antecedents of burnout as situational and individual factors. Situational factors include job, occupational and organisational characteristics, whereas individual factors include demographic variables, personality characteristics and job attitudes. It appears that burnout is a more social than individual experience, because the association between burnout and situational factors are stronger compared to burnout and individual factors (Maslach et al., 2001, p. 409).

Rapid globalisation and technological innovation are resulting in more electronics manufacturing companies experiencing major organisational changes such as acquisitions, mergers, downsizings and retrenchments.

The electronics manufacturing company in the present study has a history of mergers and acquisitions that contributed to downsizings and layoffs. Jennings (2008, p. 6) concluded that major organisational changes such as mergers and restructuring not only failed to reach the desired cost reductions, but also contributed directly to burnout of employees. Furthermore, major organisational changes may have an indirect effect on the burnout of employees by influencing their job attitudes such as career progress, expectations, autonomy, feedback and decision-making (Cordes & Dougherty, 1993, pp. 636–637; Maslach et al., 2001, p. 407).

Retrenchments and downsizings at electronics manufacturing companies may also have an indirect influence on the burnout of employees by affecting their job demands and resources. Employees that remain after a downsizing may experience higher job demands, because they may be expected to perform the additional work tasks of those that left the company (Maslach & Goldberg, 1998, p. 65). Furthermore, when layoffs directly affect supervisors or managers, it may have negative implications for a number of variables that are related to the job resources of employees, for example social support (Elci et al., 2018, p. 57; Kim, 2016, p. 21), role ambiguity and role conflict (Maslach et al., 2001, p. 407). Previous research found evidence that higher job demands and lower job resources are significant predictors of burnout for employees (Maslach & Goldberg, 1998, p. 65; Maslach et al., 2001, p. 407; Wang et al., 2016, p. 255).

Mergers and acquisitions may have negative outcomes for job attitudes, such as career progress and expectations, which may encourage employees to change their perceptions of organisational obligations and contributions (Bellou, 2006, p. 78). Employees may view the outcomes of a merger as an escalation in violation of the psychological contract, because most of the previously agreed conditions may change after such an event, including contract, colleagues and reporting structures (Linde & Schalk, 2006, p. 487). The psychological contract is the employee’s belief that the employer will fulfil perceived promises based on mutual exchange (Maslach et al., 2001, p. 409; Rousseau, 1995). Previous research found evidence that violation of the psychological contract between the employee and employer is related to burnout (Pines, 2002, p. 13; Schaufeli & Greenglass, 2001, p. 503).

Previous research found evidence that burnout experienced by an individual may have negative outcomes for a variety of stakeholders, including employers, colleagues, clients, family and friends (Cordes & Dougherty, 1993, pp. 639–640). Schaufeli (2003, pp. 8–9) categorised the numerous consequences of burnout as ill-health outcomes, negative job attitudes and impaired organisational behaviour. Turnover intention is the dependent variable in the present study and a key impaired organisational outcome of burnout. Previous research found evidence that burnout and its individual components are significantly related to turnover intention (Du Plooy & Roodt, 2010, p. 11; Han, Bonn, & Cho, 2016; Lin et al., 2013).

Turnover intention

Previous research on turnover focused predominantly on job satisfaction and demographic variables as determinants of turnover intention (Martin, 1979, p. 313), but subsequent studies were expanded to include new approaches such as the unfolding model of voluntary turnover (Lee & Mitchell, 1994; Morrell, Loan-Clarke, & Wilkinson, 2001; Rouse, 2001). Some studies used turnover intention as a substitute for actual turnover due to the significant relationship between the variables (Hailu, Sisay, & Negash, 2016, p. 195; Mor Barak et al., 2001, p. 652). Furthermore, turnover intention is more suited to a cross-sectional methodological approach compared to actual turnover and therefore avoids the logistical challenges of longitudinal studies (Maslach et al., 1996, p. 34; Mor Barak et al., 2001, p. 630). Turnover intention is described as an individual’s estimated probability to quit in the near future (Brough & Frame, 2004, p. 8).

Electronics manufacturing companies have vested interest in the prediction of turnover intention, because it is a signal of quitting (Weisberg, 1994, p. 4) and may indicate the need for interventions to reduce actual turnover. Mor Barak et al. (2001, p. 633) categorise the antecedents of intention to leave and turnover as demographic characteristics, professional perceptions and organisational conditions. Burnout is the independent variable in the present study and represents a professional perception that predicts turnover intention. Previous research found evidence that burnout and its individual components are significantly related to turnover intention (Goddard & Goddard, 2006; Lin et al., 2013; Mor Barak et al., 2001, pp. 652–653).

According to Holtom et al. (2005, p. 345), employees view mergers and acquisitions as shock events that can contribute to higher levels of turnover intention and actual turnover. The major predictors of turnover are more strongly related to job and organisational factors rather than personal and work-family variables (Mor Barak et al., 2001, p. 655). Managers and policymakers can influence the job and organisational variables of employees directly and are therefore instrumental in reducing turnover intention and actual turnover.

Studies on the consequences of turnover intention other than actual turnover have been limited (Krishnan & Singh, 2010, p. 423). Turnover intention is the strongest predictor of actual turnover (Mor Barak et al., 2001, p. 652) and can ultimately lead to positive or negative costs for the organisation, for example increased performance or operational disruption (Staw, 1980). According to Bowen (1982, p. 210), absenteeism, being fired and changes in job performance are unintended consequences of turnover intention. Bowen proposes further research on the other unintended consequences of turnover intention such as alcoholism, heightened search activity and decreased self-confidence.

Relationship between burnout and turnover intention

Electronics manufacturing employees are normally employed in occupations that are not associated with human services or education, for example engineering managers, general office staff, production workers, technicians and engineers. According to Mor Barak et al. (2001, p. 653), burnout is one of the best predictors of turnover in the human service professions, while job performance and absenteeism are important antecedents of turnover in most other occupations. However, many studies found evidence that burnout is not only related to turnover intention in the human service professions (Scanlan & Still, 2013), but also in other occupations that are not related to these professions (Chan, Wan, & Kuok, 2015; DuPlooy & Roodt, 2010; Kartono & Hilmiana, 2018; Kaatz, French, & Prentiss-Cooper, 1999, pp. 169–170; Santoso et al., 2018).

Previous research that supports the three-dimensional association between burnout and turnover intention across different job functions, settings and countries is discussed next. Kaatz et al. (1999, pp. 169–170) found evidence that burnout is related to the turnover cognitions of city managers. The findings of the study demonstrated that managers experiencing high levels of burnout are significantly more likely to actively think about quitting than those with low levels of burnout. In a study of casino employees, Chan et al. (2015, p. 360) found that all three components of burnout are significantly related to turnover intention. The results of the study demonstrated that emotional exhaustion and depersonalisation are significantly positively related to turnover intention, while personal accomplishment is significantly negatively related to the outcome variable. Many other studies confirmed the relationship between burnout and turnover intention across different job functions and countries, for example South African ICT employees (DuPlooy & Roodt, 2010), Indonesian banking employees (Kartono & Hilmiana, 2018) and Indonesian auditors (Santoso et al., 2018).

Although previous research concluded that all the components of burnout contribute to the prediction of turnover intention, some studies found that the exhaustion dimension is the predominant component that predicts the outcome variable (Cropanzano, Rupp, & Byrne, 2003, p. 166). Moore (2000) found that American information technology professionals experiencing high levels of exhaustion reported higher levels of turnover intention compared to those with low levels of exhaustion. Similarly, Rothmann and Joubert (2007) demonstrated that exhaustion and cynicism are associated with the organisational commitment of South African mine workers and ultimately their turnover intentions. In a study of Chinese automobile manufacturing employees, Lin et al. (2013, p. 462) found that emotional exhaustion is associated with turnover intention. The findings demonstrated that managers experiencing high levels of emotional exhaustion report higher levels of turnover intention compared to those with low levels of emotional exhaustion. Furthermore, Lee and Eissenstat (2018) found that corporate technology employees experiencing high levels of emotional exhaustion, report significantly higher levels of turnover intention compared to those with low levels of emotional exhaustion.

Previous research on the causes and consequences of burnout and its association with turnover intention has focused predominantly on the human service and education professions. Although this research has been expanded over the last 20 years to include occupations other than human services and education, very few studies have been conducted on electronics manufacturing companies. The present study reduces this gap in research by investigating the antecedents and outcomes of burnout, as well as its relationship to turnover intention in electronics manufacturing companies in South Africa.

Research design

Research approach

The present study adopted a cross-sectional quantitative approach to measure the levels of burnout and turnover intention experienced by the respondents. Applicable methods were selected to collate and interpret the research data in order to answer the following research question: Is there a relationship between burnout and turnover intention at the selected company? The present study employed a non-probability sampling methodology and used a self-administered survey to collect the research data among employees in a selected electronics manufacturing company in South Africa.

Research method

Research participants

The selected company employed 283 employees performing various occupational functions. Fifty-three of the employees were excluded from the study for various reasons, for example employees permanently located off site or pilot study participants. A total of 230 employees were invited to participate in the survey and 133 completed questionnaires were returned after the completion date, resulting in a response rate of 58%.

According to Table 1, the respondents in the present study were relatively young with the majority of them aged 40 years or younger (M = 37.22, SD = 8.87). The respondents were predominantly female (57.3%) and more than half of them were married (57.7%) with a further 8.5% cohabitating with a partner. More than two-thirds of the respondents (70.5%) had between one and three children. The majority of the respondents had school level educational qualifications while only 2.4% of them had postgraduate qualifications. More than half of the respondents (52.4%) reported their job tenure as 10 years or longer (M = 9.7, SD = 6.5) and the overwhelming majority (96.2%) was employed by the selected company on a permanent basis. Almost two-thirds of the respondents (66.4%) were employed in the production or production support departments. Around one-third (33.6%) of the respondents performed non-factory functions and were not directly involved in manufacturing activities.
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Measuring instruments

Maslach Burnout Inventory – General Survey

The levels of burnout experienced by respondents in the present study were measured using the Maslach Burnout Inventory – General Survey (MBI-GS) instrument (Maslach et al., 1996). Unlike the original MBI, the MBI-GS was designed for occupations other than human service and education professions and assesses the three components of burnout, namely exhaustion, cynicism and professional efficacy. The MBI-GS measures burnout using 16 items on a seven-point scale ranging from ‘never’ to ‘daily’. A factor analysis was conducted to determine if the factor structure of the MBI-GS in the present study corresponds to the three-dimensional solution proposed by Maslach et al. (1996, p. 20). The factor analysis produced two factors, namely exhaustion/cynicism and professional efficacy. All 16 items were included in the two factors and the internal consistency of the MBI-GS subscales was sufficient (α > 0.7).

In the absence of clinically validated thresholds for burnout in the South African context, the present study derived cut-off points for the research sample by arbitrarily dividing the subscale scores into tertiles as recommended by Maslach et al. (1996, p. 5). Subscale scores are considered high in the upper third of the distribution, average in the middle third and low if in the lower third. Furthermore, the subscale scores were considered separately and not combined into a single total score. Low levels of exhaustion/cynicism combined with high levels of professional efficacy reflect low burnout. Moderate levels of exhaustion/cynicism combined with moderate levels of professional efficacy reflect moderate burnout. High levels of exhaustion/cynicism combined with low levels of professional efficacy reflect high burnout.

Turnover intention survey

The levels of turnover intention experienced by respondents in the present study were measured using a modified version of the three-item instrument that was used by Brough and Frame (2004, p. 10). Turnover intention levels were measured using three items on a five-point response scale. The response scales for two items ranged from ‘not at all’ to ‘a great deal’ and the third item from ‘very unlikely’ to ‘very likely’. The turnover intention scale demonstrated acceptable inter-item correlations and good internal consistency (α > 0.800). As was the case for burnout, no clinically validated thresholds exist for the South African context and numerical cut-off points were derived for the turnover intention scale by arbitrarily dividing the ordered distribution into equal tertiles (Maslach et al., 1996, p. 5).

Pilot study

In order to improve the likelihood of success, the self-administered questionnaire was completed by a convenience sample of four pilot participants. The respondents included one English-speaking female statistician, one English-speaking female human resources manager and two Afrikaans-speaking male worker union representatives. All recommendations from respondents were included in the final version of the questionnaire and all pilot participants were excluded from the main study.

Research procedure and ethical consideration

The researcher sent a written request to conduct research to the management of the selected electronics manufacturing company. After receiving written management approval, the researcher distributed pen-and-paper copies of the self-administered questionnaire to potential participants in the selected company. The questionnaire was accompanied by a cover letter that outlined the relevant details of the survey, such as purpose, duration, completion date, confidentiality assurances and contact information.

In accordance with company policies, the human resources manager of the selected company sent three emails to potential respondents to encourage participation in the survey and to provide further details. All completed questionnaires were returned in the sealed envelopes that were distributed with the questionnaires. The researcher captured the responses from participants in a Statistical Package for Social Science (SPSS) data file for data analysis purposes.

All research activities were delayed until the researcher received ethics clearance from the university and written approval from the selected company to conduct the study. The present study complied with all the requirements of the selected company, including minimum work disruption, non-disclosure of company name and confidentiality of company documents. Names of participants were not recorded during the survey and therefore satisfied the requirements for privacy, anonymity and confidentiality. The participants of the study were provided with all the required information to complete the survey and data collected was only used for research purposes.

Statistical analysis

SPSS version 23.0 was used to analyse the research data and statistics techniques were selected based on the hypothesis, research design and type of data used in the present study. Frequency distributions and descriptive statistics were generated to provide meaningful summaries of the quantitative data.

Principal component analysis using varimax rotation with Kaiser normalisation was used to compare the factor structure in the present study with the commonly accepted three-factor structure of the MBI-GS (Maslach et al., 1996, p. 20). None of the items loaded on multiple factors in the final model and only factor loadings that reached the threshold r ≥ 0.3 were retained (Torkzadeh & Dhillon, 2002, p. 192). As recommended by Nunnally and Bernstein (1994), the Cronbach’s alpha coefficient was greater than 0.7 and indicated adequate internal consistency for the MBI-GS subscales.

Independent samples t-tests, one-way analysis of variance (ANOVA) and Spearman’s correlation tests were used to evaluate the relationships between the burnout subscales and demographic cohorts of interest. Interpretation of the results was based on a significance threshold of 0.05 for the Levene’s test (Sig.), t-test (Sig. two-tailed) and one-way ANOVA. Where the one-way ANOVA revealed statistically significant differences between the group means, post hoc tests using the Bonferroni correction method were used to identify the specific groups that were affected.

Some of the variables in the present study were evaluated on ordinal scales and the constructs did not meet the requirements for normality. Consequently, the Spearman’s correlation coefficient was used in the present study rather than the Pearson coefficient. The Spearman’s correlation coefficient was used to assess the strength and direction of the relationships between the burnout dimensions and important stakeholder relationships and turnover intention. Correlations were interpreted as practically significant for thresholds r ≥ 0.25 and p < 0.05.

Results

Burnout and turnover intention cut-off points

Table 2 shows the numerical cut-off points that were derived by arbitrarily dividing the burnout and turnover intention subscale scores into equal tertiles (Maslach et al., 1996, p. 5). According to this categorisation, the respondents in the present study experience moderate levels of exhaustion/cynicism (mean [M] = 2.15, standard deviation [SD] = 1.49) and professional efficacy (M = 4.84, SD = 1.16) that can be categorised as moderate burnout. However, the respondents in the upper exhaustion/cynicism tertile experience high levels of exhaustion/cynicism (M = 3.92, SD = 0.85) and low levels of professional efficacy (M = 4.75, SD = 1.16) that can be categorised as high burnout. Furthermore, the overall sample experiences moderate levels of turnover intention (M = 2.54, SD = 1.14), while the respondents in the upper exhaustion/cynicism tertile experience high levels of turnover intention (M = 3.39, SD = 1.07).
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Relationship between burnout and demographic variables

According to the results in Table 3, the mean scores of exhaustion/cynicism are statistically significantly different for factory and non-factory cohorts (F = 10.316, p = 0.002). The results suggest that factory employees (M = 2.41, SD = 1.56) experience significantly higher levels of exhaustion/cynicism compared to non-factory employees (M = 1.57, SD = 1.04). However, factory and non-factory cohorts do not contribute to statistically significant differences in the mean scores of professional efficacy (F = 2.412, p = 0.123). The p-value is above the significance level (p < 0.05) and discrepancies between group means of the factory and non-factory cohorts are likely due to chance and not related to significant differences between cohorts.
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Relationship between burnout and other variables of interest

According to the results in Table 4, Spearman’s rho revealed weak negative statistically significant relationships between exhaustion/cynicism and supervisor (p < 0.001, rs = −0.347), as well as subordinate relationships (p = 0.001, rs = −0.296). This suggests that the levels of exhaustion/cynicism experienced by the respondents increase as relationships with supervisors and subordinates deteriorate. Furthermore, the results demonstrated a weak positive statistically significant relationship between professional efficacy and supervisor relationships (p = 0.001, rs = 0.301). This suggests that the levels of professional efficacy experienced by respondents increase as relationships with supervisors improve. However, the results did not reveal any statistically significant or practically relevant relationships between burnout and co-worker relationships.
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Relationship between burnout and turnover intention

The relationship between burnout and turnover intention was evaluated by means of one-way ANOVA, post hoc Bonferroni and Spearman’s correlation tests. According to the results in Table 5, the one-way ANOVA revealed statistically significant differences in the mean scores of turnover intention for the different exhaustion/cynicism tertiles (F = 25.360, p < 0.001), but not for the professional efficacy tertiles (F = 0.139, p = 0.871). The p-value is above the significance level (p < 0.05) and discrepancies between group means of the professional efficacy tertiles are likely due to chance and not related to significant differences between cohorts.
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Post hoc tests using the Bonferroni correction method were conducted to control the type 1 error rate and determine which pairs of the exhaustion/cynicism tertiles revealed significant differences in turnover intention. Bonferroni post hoc tests were not required for the professional efficacy tertiles, because the ANOVA revealed no statistically significant differences between the group means. The post hoc test results in Table 6 were obtained from SPSS and represent pair-wise Bonferroni-adjusted p-values that were directly compared to the 0.05 significance level. According to the results in Table 6, statistically significant differences in turnover intention are revealed between the low and high (mean difference = 1.4811, p < 0.001) as well as the moderate and high (mean difference = 1.0583, p < 0.001) exhaustion/cynicism tertiles. This suggests that respondents in the upper tertile (M = 3.39, SD = 1.07) of the exhaustion/cynicism subscale experience significantly higher levels of turnover intention compared to those in the middle (M = 2.33, SD = 0.87) and lower tertiles (M = 1.91, SD = 0.94). According to the results, no statistically significant differences in turnover intention are experienced by respondents in the lower and middle tertiles of the exhaustion/cynicism subscale (mean difference = 0.4227, p = 0.143).
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According to the results in Table 7, Spearman’s rho revealed a moderate positive statistically significant relationship between exhaustion/cynicism and turnover intention (p < 0.001, rs = 0.542). This suggests that the turnover intention of the respondents increases as the levels of exhaustion/cynicism escalate.
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Furthermore, the results demonstrated weak to moderate positive statistically significant relationships between exhaustion/cynicism and turnover cognitions (V32, p < 0.001, rs = 0.566), job search activity (V33, p < 0.001, rs = 0.340) and likelihood of leaving the company (V34, p < 0.001, rs = 0.452). This suggests that turnover cognitions, job search activity and likelihood of leaving the company increase as the levels of exhaustion/cynicism experienced by the respondents escalate. However, no statistically significant or practically relevant relationships were revealed between professional efficacy and turnover intention or any of its items.

Discussion

Outline of the results

Burnout and turnover intention levels

The findings demonstrated that the overall sample in the present study experience moderate levels of burnout and turnover intention. However, the respondents in the upper exhaustion/cynicism tertile or 33% of the overall sample experience high levels of burnout and turnover intention. This finding is not surprising, because the selected company has a history of mergers and acquisitions that may increase the burnout and turnover intention of employees (Armstrong-Stassen, Cameron, Mantler, & Horsburgh, 2001, p. 158; Jennings, 2008, p. 6).

Relationship between burnout and turnover intention

Spearman’s correlation analysis of the relationship between burnout and turnover intention at the selected company revealed a number of noteworthy findings. According to the results, respondents experiencing higher levels of exhaustion/cynicism report higher levels of turnover cognitions, job search activity, likelihood of leaving the job and turnover intention. The findings support previous research that found burnout is associated with thoughts about leaving the job (Jackson, Schwab, & Schuler, 1986, p. 637; Kaatz et al., 1999, p. 169) and turnover intention (Chan et al., 2015), while it contradicts research that found burnout is not related to job search activity and turnover intention (Jackson et al., 1986, p. 637).

Furthermore, the results revealed no statistically significant or practically relevant relationships between professional efficacy and turnover intention or any of its individual items.

Although most previous studies support the commonly accepted three-dimensional relationship between burnout and turnover intention (Chan et al., 2015), the present study found that exhaustion/cynicism is the only burnout dimension that is related to turnover intention. This one-dimensional association between burnout and turnover intention is supported by previous research (Cropanzano et al., 2003, p. 166) and therefore not unique to the present study. Previous research that identifies exhaustion as the core component of burnout (Schaufeli & Van Dierendonck, 1993) while rejecting professional efficacy as a separate dimension of the construct (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001, p. 500), demonstrates the importance of exhaustion/cynicism in the present study.

The relationship between the burnout dimensions and turnover intention in the present study may be influenced by major organisational changes and hardiness. Firstly, the selected company has a history of acquisitions and mergers which may contribute to higher levels of burnout (Jennings, 2008, p. 6) and turnover intention (Armstrong-Stassen et al., 2001, p. 158) among employees. Secondly, the absence of an association between professional efficacy and turnover intention in the present study may be due to hardiness (Ndetei et al., 2008, p. 202) as a result of high levels of unemployment and poverty in South Africa. Respondents working in these challenging economic conditions may be encouraged to inflate their professional efficacy scores in order to ensure employment continuity.

The results revealed two noteworthy findings related to demographic variables and stakeholder relationships that may influence the association between exhaustion/cynicism and turnover intention at the selected company. Firstly, factory workers at the selected company experience significantly higher levels of exhaustion/cynicism compared to those performing non-factory functions. This finding suggests that the development of burnout at the selected company is associated with the type of work that employees perform.

The factory and non-factory categories in the present study can be viewed as two departments that include the production and non-production functions. Previous research found evidence that the exhaustion dimension of burnout is associated with the departmental variable (Gaines & Jermier, 1983, p. 580). However, this finding must be interpreted with caution, because variables such as job status, nature of work and speciality area may have a confounding influence on the factory/non-factory variable (Cordes & Dougherty, 1993, p. 632; Gaines & Jermier, 1983, p. 580). The researcher speculates that non-factory employees perform more enriched work while enjoying higher job status and are therefore less likely to develop burnout. Furthermore, factory employees experience frequent intense interactions with supervisors in a controlled production environment which may contribute to higher levels of burnout. Factory employees at the selected company accounted for an overwhelming majority of the workforce in the present study and may therefore contribute significantly to burnout and ultimately turnover intention at the selected company.

Secondly, the findings suggest that satisfaction with supervisor and subordinate relationships deteriorates as the levels of exhaustion/cynicism experienced by the respondents escalate. This finding is important in the selected company where factory workers experience high levels of exhaustion/cynicism and intense interactions with supervisors on a daily basis. Furthermore, the results suggest that satisfaction with supervisor relationships improves as the levels of professional efficacy experienced by respondents escalate.

High levels of exhaustion/cynicism combined with low levels of professional efficacy reflect high burnout and thus low satisfaction with supervisor relationships. Previous studies found evidence that social support is associated with burnout (Maslach et al., 2001, p. 407) and organisational downsizing (Shah, 2000). These findings suggest that the development of burnout at the selected company is associated with supervisor and subordinate, but not co-worker, relationships.

The research hypothesis in the present study proposes that burnout is positively related to turnover intention and, as a result, employees experiencing high burnout will be more likely to leave the selected company compared to those with low burnout. According to the results, exhaustion/cynicism is the only burnout dimension that is positively related to turnover intention in the present study. The results suggest that employees experiencing higher levels of exhaustion/cynicism have greater intention to leave the selected company compared to those experiencing lower levels of exhaustion/cynicism. The hypothesis in the present study is only partially supported, because the relationship between burnout and turnover intention is based on a single burnout dimension, rather than all three.

Practical implications

The present study has a number of practical implications for electronics manufacturing companies that wish to reduce burnout and turnover intention among their employees. Firstly, employees performing functions that are directly associated with manufacturing, experience significantly higher levels of exhaustion/cynicism compared to those performing other functions. Secondly, the levels of exhaustion/cynicism reported by electronics manufacturing employees are significantly negatively related to satisfaction with subordinate and supervisor relationships. On the other hand, the levels of professional efficacy reported by electronics manufacturing employees are significantly positively related to satisfaction with supervisor relationships. Thirdly, the levels of exhaustion/cynicism reported by electronics manufacturing employees are significantly positively related to turnover cognitions, job search activity, likelihood of leaving the job and turnover intention. Frequent intense interaction between subordinates and supervisors in electronics manufacturing companies and the influence of major organisational changes on these interrelationships provide plausible explanations for these findings.

Electronics manufacturing companies that wish to reduce burnout and turnover intention among employees may introduce a number of practical interventions. Managers in electronics manufacturing companies are instrumental in the intervention process, because many of the variables that influence burnout and turnover intention are under their direct control. Change management training for managers in electronics manufacturing companies may contribute to lower burnout and higher acceptance of major organisational change (Leiter & Harvie, 1997, 1998). In order to mitigate the negative outcomes of burnout and turnover intention, electronics manufacturing companies must provide employees with the necessary social support and resources to deal with major organisational changes and intense stakeholder relationships (Lin et al., 2013, p. 465). Furthermore, electronics manufacturing companies can organise factory workers into teams administered by team leaders (Blankertz & Robinson, 1997, pp. 528–529) and encourage team building activities to mitigate the detrimental outcomes of burnout and turnover intention.

Limitations and recommendations

The present study determined that burnout is related to turnover intention, but could not determine the direction of causality between the variables. In order to establish whether burnout predicts turnover intention, future research must be based on controlled studies that use multiple regression analysis to test the relationship between the variables. The present study used non-probability convenience sampling techniques that cannot produce justifiable generalisations unless additional research is conducted (Seeletse, 2001, p. 505). This suggests that the findings of the present study are representative of the targeted population, but cannot be generalised to other populations. Future studies must use    probability sampling techniques to ensure that the findings are representative of the targeted population and generalisable to other populations. The present research used a cross-sectional quantitative methodology to assess the relationship between burnout and turnover intention at the selected company. Future studies should include longitudinal qualitative techniques that produce correlation patterns of variables over time and results that can be compared to the quantitative responses of participants.

The present research adopted the ‘healthy worker’ approach due to the limited scope and feasibility of the study (Schaufeli, 2003, p. 5) and therefore focused only on healthy employees and ignored those who were absent during the survey. In order to gain a more accurate reflection of the level of burnout in electronics manufacturing companies, future studies should include healthy workers, as well as those who were absent, ill or retrenched.

Ethnicity as an antecedent of burnout was excluded from the present study due to concerns that ethnic classifications in the survey may intensify racial sensitivities and ultimately lead to fewer responses from participants. In order to gain a better understanding of the influence of ethnicity on burnout, future studies should investigate the association between the variables in the multi-ethnic South African business environment. Furthermore, future research should assess how stakeholder relationships, hardiness and major organisational changes influence the relationship between burnout and turnover intention in electronics manufacturing companies.

Notwithstanding the recommendations by Maslach et al. (1996, p. 7), the MBI-GS was used as a self-administered instrument in the present study and supervisors were directly involved in the distribution of questionnaires. Future studies should use trained examiners that are not direct supervisors of the respondents to administer the MBI-GS.

Conclusion

The present research demonstrated that the development of burnout among electronics manufacturing employees is conceptualised by two dimensions, namely exhaustion/cynicism and professional efficacy.

According to the results, electronics manufacturing employees who experienced high burnout reported significantly higher levels of turnover intention compared to those who experienced low burnout. The findings showed that exhaustion/cynicism is the only burnout dimension that is related to turnover cognitions, job search activity, likelihood of leaving the job and turnover intention. According to the results, the type of work that the respondents perform and their satisfaction with stakeholder relationships are intervening variables that may influence the levels of burnout and ultimately turnover intention.

The present study identified the job function of employees as an indicator for the development of burnout in electronics manufacturing companies. Factory workers or those performing functions that are directly related to manufacturing, experience significantly higher levels of exhaustion/cynicism compared to employees performing other functions. According to the results, satisfaction with stakeholder relationships is another variable that may contribute to the development of burnout and turnover intention in electronics manufacturing companies. The results showed that electronics manufacturing employees who are less satisfied with subordinate or supervisor relationships, report higher levels of exhaustion/cynicism compared to those who are more satisfied with these relationships. Furthermore, the results revealed that electronics manufacturing employees who are less satisfied with supervisor relationships report lower levels of professional efficacy compared to those who are more satisfied with these relationships.

The present research proposes a number of interventions to mitigate the harmful effects of burnout and turnover intention in electronics manufacturing companies. In order to maximise the impact of interventions in electronics manufacturing companies, wellness programmes must be targeted at four key cohorts, namely factory workers, managers, supervisors and subordinates.
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TABLE 2: Burnout and turnover intention cut-off points.

Tertles N Minimum  Maximum Mean Standard deviation
Exhaustion/cynicism

Lower 41 0.00 1.00 056 029
Middle 42 110 270 196 043
Upper 4 2.90 6.00 392 085
Professional efficacy

Lower 41 0.00 483 358 114
Middle 42 4.83 550 510 020
Upper 41 5.50 6.00 5.85 017
Turnover intention

Lower 4 1.00 2.00 130 031
Middle 41 2.00 3.00 243 033
Upper 41 3.00 5.00 3.88 058
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TABLE 1: Characteristics of the respondents.

Variable Category Respondents (%)
Age (N = 119) 21-40 years 630
> 40 years 37.0
Gender Male 27
W=131) Female 57.3
Marital status Married 57.7
(W =130) Unmarried, cohabitating 85
Divorced 46
Separated 23
Widowed 23
single 26
Number of children 0 2738
(N=115) 1 209
2 287
3 209
4 09
5 09
Education level Grade 11 37.0
He2l) Grade 12 331
Post School Diploma 87
National Diploma 165
Bachelor’s Degree 24
Honour’s Degree 08
Master’s Degree 16
Job tenure <10years 476
(V=124) > 10 years 524
Employment type Permanent 96.2
[S52) Temporary 38
Department Production 603
(V=131) Production support 6.1
Supply chain 6.1
Stores 84
Quality & reliability 53
Service 15
Human resources 08
Information technology 15
Finance 23
Despatch & logistics 38
Maintenance 15
Other 23
Factory or non-factory Factory 66.4
(N=131)

Non-factory 336
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TABLE 4: Burnout and stakeholder relationships.

Spearman’s correlation coefficient  Exhaustion/cynicism  Professional efficacy

Variable N Pt v, »t r,

Co-workers 120 0195 -0.119 0276  0.100
Supervisors 120 0.000 0347 0001 0301
Subordinates 117 001 -0.29% 0065 0171

Note: p-value (two-tailed) < 0.05 statistically significant; > 0.25 practically relevant.
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TABLE 3: Factory or non-factory cohorts (analysis of variance).

Variable N Mean Standard deviation F  Significance
Exhaustion/cynicism

Factory 86 241 1.56 10316  0.002
Non-factory 44 157 1.04 - -

Total 130 212 146 - -
Professional efficacy

Factory 85 476 125 2412 0123
Non-factory 44 5.09 092 - =

Total 129 487 1.16 - -





OPS/SAJIP-46-1758-T6.jpg
TABLE 6: Exhaustion/cyn

sm and turnover intention (Bonferroni correction).

Exhaustion/cynicism tertiles: Variable Mean Standard Significance 95 confidence level
Multiple comparisons difference error TowerBand Upper band
Low Moderate -0.4227 0.2115 0.143 -0.9362 0.0906
High -1.4811 0.2140 0.000 -2.0008 -0.9614
Moderate Low 0.4227 0.2115 0.143 -0.0906 09362
High -1.0583 0.2128 0.000 15750 05417
High Low 14811 0.2140 0.000 09614 2.0008
Moderate 1.0583 0.2128 0.000 417 1.5750
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TABLE 5: Burnout and turnover intention (analysis of variance).

Tertile N Mean Standard  F Significance
(turnover intention)  deviation

Exhaustion/cynicism

Low 0 191 094 25360  0.000
Moderate 42 233 087 - -
High 40 339 1.07 - -
Professional efficacy

Low 0 257 122 0139 0871
Moderate 42 258 1.08 - E

High 40 2.46 113
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TABLE 7: Relationship between burnout and turnover intention.

Spearman’s correlations Exhaustion/ Professional
(N=123) cynicism efficacy

? r, » 7,
Turnover Intention 0000 0542 0377 -0.080
V32: How frequently have you considered 0000 0566 0298 -0.095
leaving your job in the last 12 months?
V33: How frequently do you actively look for 0000 0340 0726 -0.032
jobs outside the company?
V34: How likely are you to leave your job in 0000 0452 0286 -0.097

the next 12 months?

Note: p-value (two-tailed) < 0.05 statistically significant

0.25 practically relevant.





