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Abstract

In recent years, a large number of new generation employees entered the enterprise
and gradually became the mainstay of enterprises, but the turnover rate is high and it
brought heavy pressure and burdens to employers. Therefore, considerable impor-
tance has been attached to the research on the behavior of the new generation em-
ployees by the academic researchers and business managers. Unfortunately, so far,
there is little theoretical research on the behavior of the new generation employees
from the perspective of talent environment. This paper makes a theoretical review of
the environmental factors that affect the turnover behavior of new generation em-
ployees and then designs an effective intervention mechanism to reduce the turnover
rate of new generation employees and provides the reference for the enterprise man-
agers to make policies of keeping employees.
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1. Introduction

In recent years, Chinese leaders such as president Xi Jinping and Premier Li Keqiang
have made a series of important speeches about the work of talents. Among them, the
President Xi repeatedly emphasized the need to make good use of talents. He stressed
that China should establish a much more flexible talent management mechanism in
order to eliminate obstacles of the flow and the use of talent, to maximize support and
help for scientific and technological personnel to innovate enterprises and strive to

create a favorable environment for the growth of innovative talents. With the conti-
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nuous improvement of China’s market economic system and the accelerating pace of
economic globalization, competition among enterprises has become increasingly fierce
and corporate human resources have become the core competitiveness and important
factor in sustainable development of enterprises.

After entering the 21st century, the new generation gradually transferred from the
campus into the workplace and become the main force of enterprise development and
competition. “The new generation employee” is a new vocabulary of management aca-
demia. In enterprise it mainly refers to those who were born in the 1990s and their age
are in accordance with the “labor law” provisions of the staff [1]. They are a generation
of witnessing Chinese higher education transfer from elite education to mass education
and also they are the most creative and productive talents in the future. But they have
great differences in the growth environment, ways of thinking and behavior characte-
ristics from the employees in the past. The new generation employees’ loyalty to the
organization is weak, and so the problem of the new generation employee turnover has
become the difficult point and the focus of human resource management. Of course, it
also brings a lot of troubles to the organization and management. As the saying goes,
“good birds choose wood and habitat”. Therefore, enterprises must be combined with
talent environment to retain talent. Based on this paper, from the perspective of talent
environment, it is very important to find out the law of regional talent flow and new
generation employee turnover and then put forward effective methods, which can not
only help reduce the turnover of the new generation employees, but also improve the

efficiency of leadership and management.

2. Theory Review

1) Employee turnover

Since the birth of modern enterprise management system, employee turnover has
been a hot research topic. There are two main types of employee turnover: one is the
employee’s voluntary resignation, that is, the circumstance of active abdication, and the
other is that the employee is disqualified or severely violates the company’s rules and
regulations, so the enterprise proposes to terminate the labor relationship between the
two parties (Dessler, 2010) [2]. Historical experience shows that most of the turnover of
enterprise core staffs is the initiative to leave, and they are often the key elements of the
survival and development of enterprises. The employee turnover in this paper is mainly
aimed at the situation of voluntary turnover. Voluntary turnover refers to the process
that employees choose to take the initiative to leave the enterprise according to the en-
terprise and their own situation. The subject of employee turnover has already devel-
oped some research bases in the United States, Japan, Britain and some other industria-
lized countries. Price (1977) put forward the first influential model of employee turno-
ver [3], and then on the basis of previous studies, researchers put forward many differ-
ent models from different sides to study the mechanism of voluntary turnover. There
are three main turnover models in the history of turnover research, including Interme-
diary Chain Model (Mobley, 1979) [4], Psychological Reason Model (Steers and Mow-

326

K
0:52: Scientific Research Publishing



R. F. Yang

day, 1981) and the model of Price-Mueller (2000) [5].

Intermediary Chain Model (Mobley, 1979) focused on the employee turnover inten-
tion, and then set up a model of employee turnover selection. Mobley stressed that
leaving is a process of choosing, that employees intend to resign from the organization
depend on four factors: job satisfaction, expected return of new job, expected return of
original job, non-work values and occasional factors. Steers and Mowday (1981) pro-
posed the model which depends on the basis of the models of Price and Mobley, seek to
identify key variables that affect employees turnover and examine their relationship in
the turnover process, and then expressed them in a conceptual model and block dia-
gram. The model states that the following variables determine the leave or stay of em-
ployees in the organization. Firstly, job expectations and values affect the subjective at-
titude of employees to work. Secondly, subjective attitudes affect the intention to leave
or remain, and also need to consider the influence of a number of non-working factors
such as spouse work and family time. Moreover, the intention of leaving the organiza-
tion leads to the actual separation behavior (Liu Shuzhen & Li Yougen, 2008). The
Price-Mueller (2000) model is based on an overall theory of turnover. The core of this
theory consists of a series of assumptions. The model points out that employee turno-
ver is mainly determined by four variables such as environment variables, individual
variables, structured variables and intermediate variables. In this model, the expected
external environment condition of the employee is called “environment variables”, and
the expected working conditions of the employee are referred to “structured variables”.
Individual variables (including general training, participating decision-making, positive
or negative emotions) and intermediate variables (including job satisfaction, organiza-
tional commitment and turnover intention) are the other two variables.

In terms of model of employee turnover, the researches of Chinese scholars are less
than that of the western countries. Chinese scholars mostly focus on the review of for-
eign models, or imitate, optimize, revise and test the established models of foreign
scholars. Ma Shujie and Chen Jinggiu (2003) divided the factors of staff turnover into
social level (labor market and economic factors), organizational level (organizational
factors and work factors) and individual level (demographic factors, psychological fac-
tors and family factors) [6]. Ma Jingui and Zhang Changyuan (2005) constructed the
“offbeat” employee turnover model which named “push-pull model”. He believes that
the negative factors in the organization are the thrust of employee turnover, and social
factors are the force of employees to stay in the enterprise [7]. Qian Shiru (2014) dis-
cussed the relationship between psychological contract and turnover intention by using
empirical data [8]. Linghu Ke Rui (2013) argued that turnover behavior of the new
generation migrant workers is mainly affected by environment variables, individual va-
riables, structural variables and process variables. Wang Zhenyuan and Sun Shanshan
(2014) pointed out that the external attribution of colleague turnover events and the
strength of the relationship among colleagues have a positive effect on the negative
emotions and turnover intention of employees, which have a negative impact on job sa-

tisfaction and organizational commitment. Therefore, the turnover of individual em-
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ployees could lead to “dominos”, which enterprises must pay great attention to [9].

To summarize, first of all, domestic and foreign previous research on staff turnover
still mainly focus on the individual and organizational factors. And thus less attention
be paid to the macro factors of community, region and society, especially lacks the me-
chanism of interaction among individual employees, business organizations and social
factors. Secondly, under different culture backgrounds, the employee’s turnover think-
ing and behavior will be different. Therefore, the study on the departure behavior of
Chinese employees needs to not only refer to the usefulness of foreign researches, but
also to combine it with the actual situation in their own country.

2) The turnover of the new generation employees

In China, the new generation is more popularly known as the “post-80s and
post-90s”. According to the “labor law” adopted by China in 1994, in addition to the
arts, sports and special processing units, the legal working age of working population is
16 years old. Thus, for now, the age of the new generation employees is between 16 and
36. According to the data from “Chinese statistical yearbook”, the number of the new
generation employees is about 248 million, which is huge and cannot be ignored (Fu
Hong, Duan Wanchun, 2013) [10].

Due to different historical backgrounds was born, the new generation workers have
shown some new features compared with the older generation workers, including
strong desire to learn, good sense of innovation, strong need for respect and self-actu-
alization, high self-awareness, disregard workplace unspoken rules, loss of sense of re-
sponsibility, high turnover rate, and so on. In the face of complex social and economic
environment, the new generation employees are better than the older staff at mastering
knowledge, skills, accepting new things, and learning ability, but the new generation
employees are often more anxious at the pursuit of faster self-realization and are more
dissatisfied with the status quo. All this resulted into the turnover rate staying at a high
level. According to a Chinese enterprises survey about employee turnover in 2007, the
average turnover rate of the modern service industry, traditional manufacturing indus-
try and high-tech industry is 20.4%, most of them are new generation employees. The
turnover rate of employees with less than 2 years of work experience is 28% [1]. In
2015, the public data center conducted a comprehensive survey for the turnover rate of
2014. The result showed that graduates are lack of career planning, and the turnover
rate at the first year of work is as high as 35.4%. And what is worse, the turnover rate of
employees with less than 3 years of work experience remained above 30%. It could be
argued that frequent job-hopping has become the occupational characteristics of
post-90 generation employees. In addition, survey data also shows that the rate of vo-
luntary employee turnover is much higher than the passive one.

The high turnover rate easily brings heavy financial and human capital loss to the
enterprise, and the research on employee turnover intention is the focus of experts and
scholars in recent years. Saporta and Farjoun (2003) argued that there is less chance of
separation when employees have had better promotion opportunities within the organ-

ization. Duan Xingmin and Wang Yazhou (2005) summed up the seven factors that af-
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fect the turnover of knowledge workers by factor analysis, the first one is the em-
ployee’s self development [11]. Wu Xiaoyi (2007) held that the new generation of em-
ployees have different characteristics and needs from older employees. Therefore, hu-
man resources management must adapt to the needs of the new generation of em-
ployees, and make a positive and forward-looking response and decision-making, so as
to better attract, motivate and retain the talents of the new generation. Luo Exiang
(2012) pointed out that the key reasons for the employee turnover are the family, salary,
benefits, career development opportunities and training, working conditions, and so
on. He proposed to proceed from the recruitment process, to establish a sound training
and development system, and improve the salary and welfare system. Through the fur-
ther improvement of staff working and living conditions, to meet the real needs of em-
ployees, improve the communication mechanism and so on to solve the problem of
employee turnover [12]. In addition, there are a lot of scholars believed that the differ-
ences in leadership style will have a greater impact on the new generation employees
(8].

3) Talent environment

Marx holds that people create an environment, the same environment also creates
the people. It can be seen that the growth and development of talents are closely related
to the environment. This close relationship makes the talent environment a very im-
portant part in the study of talent management. Guan Peilan and Zhou Xinjun (2009)
argued that talent environment refers to the organizational environment, social envi-
ronment and natural environment for human’s survival and development. It includes
all kinds of external factors that influence the growth of talents [13].

Peng Jianfeng (2004) pointed out that the competition of talent attraction, in essence,
is the competition of talent ecological environment, and then he put forward that a
good talent environment should have a series of indicators [14]. Talent environment
has many unique properties. Luo Hongtie (2007) pointed out that the talent environ-
ment has the characteristics of systematicness and complexity, dynamism and stability,
correlation and independence, humanity and nature [15]. There are many ways to di-
vide the talent environment. According to the scope of the environment, the talent en-
vironment can be divided into small environment and macro environment. According
to the boundary of the environment, it can be divided into the internal and external en-
vironment of talent. According to the nature of the environment, it can be divided into
natural environment and social environment. According to the close degree of envi-
ronment and material condition, it can be divided into hard environment and soft en-
vironment, or physical environment and spiritual environment. According to Maslow’s
hierarchy of needs, it can be divided into basic environment, dominant environment
and driven environment. According to the nature of the environment on the role of
talent, it can be divided into favorableness, adversity and normal. According to differ-
ent talent subject system, it can be divided into micro talent environment, middle talent
environment, and macro environment, and so on [13] [15].

At present, there are many researches on urban talent environment at home and
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abroad, and at the same time there are many mature scales. However, the researches on
the talent environment of enterprises are relatively few. Therefore, this paper compre-
hensively analyzes the internal and external factors that affect the turnover of em-
ployees. And then from the perspective of talent environmental intervention, to further

study the turnover behavior of the new generation employees.

3. Intervention Mechanism

Talent environment has a great impact on turnover behavior, especially in the era of
information, science, technology and mobile network. Li Wenyong (2004) suspected
that the role of talent is always inseparable from the specific environment. Environ-
mental attraction and exclusion mechanisms play an important role. Talent environ-
ment has multiple effects and functions on talent’s decision about whether to leave or
stay, such as the function of environmental contrast effect and decision making, the
function of environmental guidance and value added, the function of conditional con-
trol and interactional effect, as well as global and local effects [16]. Hu Yang (2007)
pointed out that the battle for talent developed from the initial policy of war, price war
to the current environmental warfare [17]. Throughout the history of all time, when the
environment is good, people will get together, and the enterprise will flourish. On the
contrary, when the environment is bad, the talent will be discrete, the cause will decline.
As the saying goes, “man struggles upwards, water flows downwards”. For most of the
employees, they hope that their own enterprise has a good talent environment in order
to have a suitable living space and growth opportunities. As the deterioration of the en-
vironment will lead to soil and water loss, the deterioration of the enterprise talent en-
vironment will lead to the loss of talent. Job hopping, although it seems to be personal
behavior, in fact, more often is the refraction of corporate behavior. Therefore, when
the enterprise employee turnover, what managers need to do is not only to try to retain
a person, but also to reflect on whether the deterioration of enterprise talent environ-
ment has happened. According to Levin’s field theory, there is a field strength function
relationship among individual performance, ability and environment. If a person works
in a bad environment, it is difficult for him to develop his talents, and it is difficult to
achieve good performance. In this case, individuals are often difficult to change the
impact of the environment, and only choose to leave the environment and go to a suit-
able environment for themselves [18]. David (2015) drew the conclusion with the social
synergy theory and founded that three factors such as society, organizations and indi-
vidual are acting synergistically on the flow of talent [19].

In fact, for the change of enterprise talent environment, it needs to pass the em-
ployee’s perception and identity, and then to generate the intention of leaving, it may
eventually lead to separations. The antecedents of organizational identification include
three factors, individual factors, organizational factors and external environmental fac-
tors. An organization may have a lot of responses and interventions to the talent envi-
ronment. Executives often also think that these policies have been implemented, but

only when employees perceive the importance of these measures for them, these poli-
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cies and measures will become meaningful (Amabile et al, 1996) [20]. That is to say,
only by the staff perceived, can the talent environment intervention mechanism play a
real role. Wright and Nishii (2006) proposed a link relation between employee turnover
and the environment. This relationship includes the external social environment and
the natural environment (the change is passive, but the organization can take the initia-
tive to adapt), the internal environment of the organization (what can be controlled to
the extent by organization) and perceived talent environment (perceived by the staff)
[21]. Subsequently, they pointed out that the employee’s turnover intention and beha-
vior is the feedback of the perception of the talent environment and intervention meas-
ures. Identity or not can cause psychological changes, leading to changes in attitude and
behavior. When employees perceive the current talent environment is not able to meet
their individual goals and needs, they always tend to find and choose the better one to
meet their needs, and thus generate turnover intention. Currently, in the context of the
mobile Internet, the new generation employees have become more convenient, effi-
cient, and low perceived cost for the perception of the talent environment. As a result,
the information asymmetry between enterprise talent environment and employees’
perception will become weaker and weaker. There is no doubt that this will bring great
challenges and threats to the enterprise.

As for the relationship between organizational identity and turnover intention, a
large number of literatures have shown that organizational identity has negative predic-
tive effect on turnover intention, including direct effect and indirect effect. Abrams
(1998) argues that organizational identity is significantly negatively correlated with
turnover intention and has a direct impact [22]. The survey of Bamber and Iyer (2002)
also shows that organizational identity will significantly reduce the tendency of em-
ployee turnover [23]. Xiong Mingliang (2008) pointed out that employees’ organiza-
tional identification will make him stand by a common fate with the organization. As a
result, employees are more likely to be more closely associated with the organization,
thereby weaken turnover intentions [24]. Organizational identity has a moderating ef-
fect on the relationship between employee’s job satisfaction and turnover intention. In
other words, under the premise of the same degree of satisfaction, the turnover inten-
tion is low when employees have high organizational identification, and the turnover
intention is high when employees have low organizational identification [25]. Edwards
and Peccei (2010) constructed the structural equation model of organizational support,
employee organizational identification, employee participation and turnover intention.
The result showed that employee organizational identification has a negative predictive
effect on turnover intention, and then has a direct and indirect impact on employee
involvement and turnover intention through organizational identification and organi-
zational support [26].

Combined with the above analysis, this paper proposes a multi-path combinational
intervention mechanism of talent environment. 1) The talent environment mainly re-
fers to the organization environment, social environment and natural environment for

the survival and development of talent, and the talent environment has a great impact
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on turnover behavior. 2) The new generation employees have special characters., and
they pay more attention to the needs of high-level self-realization. Career attitudes of
these employees vary widely and change rapidly. Especially in the context of mobile in-
ternet, they can more quickly and fully grasp the external information, which has a sig-
nificant impact on employees’ perception, identity and turnover intention. 3) Accord-
ing to the theory of social synergy, the synergy of social, organizational and personal
factors leads to the flow of talents. The synergy of the talent environment and the cha-
racteristics of the new generation have led to the flow of the new generation employees.
4) The change of the talent environment needs to be perceived by the employees, and
then to generate the intention of leaving, ultimately resulting in turnover behavior. 5) A
large number of previous literatures show that the organizational identity of employees
has a negative predictive effect on turnover intention. Based on the perspective of talent
environment, this paper tries to find a preventive mechanism to solve the problem of

the high turnover rate of the new generation employees (as Figure 1).

4. Conclusions and Implications

Talent is the foundation of the enterprise development. Recently, with the disappear-
ance of Chinese demographic dividend, an increasing number of enterprises begin to be
trapped in recruiting and retaining talent. According to the data from multiple re-
cruitment sites, the turnover rate of the new generation employees in China is more
than 60%. Among them, nearly 30% of the staff quit frequently in a year with more
than 5 times. How to reduce the turnover rate of the new generation employees, and
improve their organizational loyalty and work enthusiasm, has become an urgent mat-
ter at the moment.

The talent environment of an enterprise is the basis for the survival and continuous
improvement of talents. It can be said that a good talent environment is conducive to
attract talents and beneficial to promote the sustained and stable development of en-
terprises, and finally achieve the scale effect of talent agglomeration. Therefore, if the
enterprise wants to cultivate and retain the core employees of the new generation, and
improve the enterprise loyalty of talents, reduce their turnover rate as well, enterprises
should create an environment for the growth of talents, to meet the needs of their own

development. That is to create the talent environment that enhances employee loyalty.

A

| : }

organizational environment ‘ ‘

natural environment

social environment l
talent \
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y

characteristic identity intention or stay

Figure 1. Intervention model of talent environment on the new generation employee turnover.
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From the perspective of the intervention mechanism of talent environment to employee
turnover, under the background of the new generation employees with special charac-
ters, we can start from the point of view of talent environment, and then conduct mul-
ti-stage and all-round response and intervention to employees from their adapting to
the environment to their implementing behavior of leaving. To be more specific, only
organizational environmental factors can be controlled by enterprises, but companies
still have the influence on the individual factors and external environmental factors by
taking a variety of matching measures.

1) Establish a rapid response mechanism for environmental factors that are not
controlled by the organization, including natural environment and social envi-
ronment

For enterprises, in terms of uncontrollable environmental factors, Li Xiangmin and
Ren Yushi (2007) emphasized that uncontrollable factors include alternative employ-
ment opportunities, market environment, economic conditions, scientific and technol-
ogical environment, social environment, political environment, and so on. Because
these environmental factors are mainly caused by external factors, it is difficult for en-
terprises to control them. Especially the development of the science and technology in
the field of communication and internet provides more convenient access to the acqui-
sition and utility of information [27]. From a macro point of view, regional government
and society create a good environment for talent, and provide a good public resource
and service (for example, library, internet, university, convenient transportation and
living facilities), which will significantly improve the organizational commitment of
talent, and thus reduce their turnover intention and behavior. Because the government
and the social services have a great impact on cross-regional mobility of talent, enter-
prises in the region not only cannot passively allow employees to perceive the inferior
position of enterprise talent environment, but also cannot passively respond to the re-
duction of employee organizational identification and the formation of turnover inten-
tion. Therefore, the enterprise should not only increase its business income, increase
government revenue, increase employee income, and effectively fulfill their social re-
sponsibilities, but also actively promote the sharing of information resources within
and outside the organization. At the same time, enterprises should grasp the latest de-
velopments of the external market environment, establish effective early warning sys-
tems and fast response mechanism for the changes of the external environment, and
then make timely readjustment. In addition, enterprises can establish a harmonious re-
lationship with the government, enterprises and institutions. In this way, the enterprise
can get more involved in the decision-making process of government affairs, timely
feedback related problems, and give advices and suggestions in order to create a good
social environment and natural environment.

2) Strengthen intervene mechanism of the environmental factors controlled by
the organization

In terms of controlled environment, it mainly includes job satisfaction, organization-

al commitment, organizational justice, organizational culture and so on. Many re-
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searchers show that employees are more likely to leave their jobs when they are dissatis-
fied, low commitment, lack of organizational justice, and in the case of weak organiza-
tional culture. Growth environment, sustainable surroundings, professional environ-
ment, personal environment, and recreational environment have a significant effect on
the turnover intention and behavior. In fact, for the construction of the talent environ-
ment, it is not enough for enterprises to formulate relevant rules and regulations. The
most important thing is to make employees perceive and identify the company’s con-
cern of their growth and the praise for their efforts. In order to achieve a better effect,
companies should try to change the ways of employee’s perception, evaluation and
identification. For example, organizational culture in the organization’s internal envi-
ronment is a symbol of enterprise development ability and core competitiveness, which
is beneficial for companies to create a strong centripetal force, appeal and cohesion.
Through mutual selection, competition, organizational culture, professional career de-
sign and the improvement of incentive mechanism, the enterprises will gradually create
an environment that will be beneficial to the growth of human resources. In addition,
job satisfaction, organizational commitment, organizational justice, and colleague rela-
tionship are also closely related to employee turnover. Therefore, the enterprise should
combine its own resources with the characteristics of the new generation employees,
use innovative and flexible management methods to achieve interaction with them to
increase the recognition of new employees to the company, reduce turnover intention
and accumulate a wealth of human resources for the enterprise.

Mobley (1979) points out that turnover intention is the most predictive variable of
turnover behavior. As long as we take a test for turnover intention, we can predict the
possible factors which affect the future turnover. And then we can improve the inter-
vention measures, so as to reduce the occurrence of turnover behavior [4]. According
to the mechanism of talent environment intervention, the enterprise should not give up
easily at this time because the enterprise can also take many intervention measures.
Enterprises can identify and eliminate unfavorable environmental factors, so as to de-
termine the key factors that influence the employee turnover behavior. If the enterprise
takes effective measures, it can be successful to retain the core talents. In fact, even the
employee had made a turnover decision, as long as it has not been put into action, the
talent environment intervention can still play a role. In the end, enterprises can use the
exit interview to implement the intervention measures. On the one hand, try to keep
the employees you want. On the other hand, former employee can also be an important
resource for the enterprise, such as supporter of the enterprise, customer or business
partner. To make it more important, by founding out the reasons of the employee’s
leaving the company, to identify problems and provide a basis for solving the problem.

3) Comprehensive and multi-stage interventions

Combined with the intervention model, we can draw the conclusion that leaders and
managers should take a variety of measures to deal with the problem of employee
turnover, no matter it happened before and after turnover. Based on the internal and

external environment of enterprise, on the one hand, the managers should pay atten-
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tion to the external environment, and be able to timely and accurately understand the
needs of the new generation employees by the way of connecting social advanced en-
terprise and fashion trend. On this foundation, enterprises adopt targeted measures to
retain key employees. On the other hand, enterprise managers should pay more atten-
tion to the internal environment of the enterprise, and use various methods of leader-
ship and management measures to prevent and intervene the employee turnover that
impenetrate the whole consider and decide process. Detailed measures can be: a) culti-
vate talents with the guidance of ability cultivation and career development; b) use
scientific and reasonable performance evaluation and rewards and punishment system;
¢) customized incentive policy; d) excellent service for talent, including humanized
management, flexible working hours, career planning and employee assistance pro-
gram; e) create a distinctive corporate culture and a good working atmosphere; f) carry

on the psychological management to the new generation employees.
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