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Abstract: In today’s era of towering competition the retention of workforce is highly desirable for long term 
success of any organization. The employees serve as backbone for any organization and are responsible for 
attaining the laid down objectives of the organization. The ongoing study investigates the effects of mentoring 
on turnover intensions of employees working in telecom sector of Pakistan. Researchers retrieved data with 
the help of questionnaires based on five point likert scale from almost 300 employees working in telecom 
organizations of Pakistan. Multiple regressions were used to analyze the collected data. Result shows that 
mentoring mostly is negatively associated with turnover intension because employee was not satisfied with 
mentoring and commitment in employees is only due to experienced learning which helps to develop 
additional skills in employee. 
 
Keywords: Mentoring, organization commitment, turnover intensions, carrier development, Strategic Human 
Resource Management. 

 
1. Introduction 
 
Employees are the most valuable assets of the organization. They contribute to the organization in many 
dimensions. It is strongly believed that satisfied employees have a big share in the success of the organization. 
Capital is the most important resource of the organization. Without reasonable capital the development is 
very difficult. Same is the case of technology. Every organization in this fast growing world would give 
priority to the use of latest technology. Without induction of committed employees, it is not possible to 
achieve efficiency. Employees create value of the organization. Employees bring fresh ideas to the 
organization which may help the organization for future growth. 
 
A lot of focus has been put on management performance of the organizations for making the high 
organizational effectiveness. Usually when employees leave the organization, it creates restlessness in the 
organization. It may increase the cost of the firm. When the turnover rate of any organization is high, the 
employee’s attitude is not positive. The standard of organization is also considered low as compared to its 
competitors. An employee must be satisfied with the job conditions. It is strongly believed that job 
satisfaction plays an important role in gaining the competitive advantage of the firm (Barney, 1991; Pfeffer, 
1994). Employees perform better in the comfortable atmosphere. Work system of organization is positive 
when the employees are satisfied from the practices of the organization. Workplace values performance 
positive role in employee’s satisfaction.  
 
The career development of the employees means the planning used for matching the career goals of 
individuals with business goals. A well defined career development plan is considered useful for employees 
who are committed to the organization. When the employees feel dissatisfied on the job, they need a mentor 
to keep their wills alive. The constant communication with mentors improves the retention rate at the job. 
Zakaria and Yusoff (2011) highlighted the transformation of human resources into human capital by 
attracting and attaining the employees to meet the strategic goals of the organization. In current research the 
impact of mentoring is observed on turnover intensions of employees of Telenor sector of Pakistan for the 
first time. Few new variables i.e., experienced support and experienced learning has been added to the model. 
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This model is tested in Pakistani environment which reflects the nature of training and development in this 
region and it can be compared with the western countries. 
 
2. Literature Review  
 
Turnover Intension: Turnover either can play a negative role in organization reputation. Some time the 
employees may switch to the better organization for their career development. Some time the employee may 
feel that the perks and facilities provided by employer and the future development chances are rare and he 
may quit the job (Phillips, 1982). If an employee leaves the job, some better employees can be hired as their 
replacements. Turnover intention is assumed to be the feeling of an individual employee towards his staying 
or not staying in the organization (Cotton and Tuttle, 1986). 
 
In any profession turnover intension is the act of leaving the existing job by an employee (Chaplain, 1995; 
Sari, 2004). Several researchers have found that employee only leaves the job when they are not satisfied 
with their employers (Olian et.al, 1985). Generally, these employees are satisfied in routine life (Gibb and 
Megginson, 1993). Satisfied employees rarely quit the job (Morrison and Von, 1990). While many research 
studies found that dissatisfaction is caused when there is over burden on employees (Ragins and Cotton, 
1991). 
 
Mentoring: Professional learning is critical for the employees and the best method is of course by assigning a 
mentor (Carter, 1994). For this purpose the role of mentor and the relationship among mentor and mentee is 
important (Ragins and Scandura, 1994) they need each other’s support for the success of the program. 
Mentoring is a tool with which high cost of turnover can be reduced. However, the research already made 
shows mixed result (Megginson et. al, 2006). 
Career development 
 
Career development programs can reduce the turnover intension among employees. Basically, turnover leads 
to high cost including direct costs like recruitment, selection, and training of new people. Much time and 
expense go into this process (Swickert et. al, 2002). It is believed that progressive HR practices and career 
development programs can contribute to reduce the turnover intensions among the employees (Huselid, 
1995). Career development provides benefits to both employers and employees (Lips and Hall, 2007). If an 
employee feels that his career development is going towards positive side, it in turns attention to 
development issues can affect an organization's retention rates of both its domestic and its global employees 
(Scandura, 1992). 
 
Experienced Learning: Continuous learning is important for the employees to cope with the latest 
development inside the organizations by having a mentor which shows them directions (Xianting and 
Fungfai, 2010). Mentors provide experienced learning as develops team learning approach, secondly visions 
are shared, make models based on mentality, helps to identify personal mastery and aid in thinking 
systematically (Senge,1990). It is the need of era to focus on improving the knowledge of worker and increase 
their performances by having closer eye on the transference of knowledge (Xianting and Fungfai, 2010). To 
meet the needs of tactical goals it is, must to ensure smooth transfer of knowledge and identify continuous 
learning method (Pedler et.al, 1991). In this aspect mentoring is necessary as it facilitates employee to 
indulge in seeking more knowledge continuously and mark their workforce as a valuable asset for the 
organization (Xianting and Fungfai, 2010). 
 
So organization should be of such type where there is a continuous learning process for acquiring more 
knowledge and willingness to applicability of this knowledge aid in decision making (Templeton et. al, 2002). 
Learning organization to give experienced learning to employees has been viewed in different terms in other 
researches too as learning processes are taken into analysis account and gets monitoring, management and 
made to inline the creativity goals and improvement to meet organizational objectives (Gephart et al., 1996). 
Furthermore this experienced learning is viewed from an organizational perspective as a three key system 
consists of level at systematic procedure, a learning process development on continuous improvements and 
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managed in such a way to build results in term of knowledge that leads to achieve organizational efficiency 
(Marsick and Watkins, 1999). 
 
Experienced Support: Mentoring aids in improving the support of employees so that they can get settled in 
their latest tasks and always try to provide them advice to excel their efficiency (Bryant and Terborg, 2008). 
Mentoring can be provided as an experienced support in two forms, first form is informal mentoring where 
mentors aid employees in direction and recommendations and meets him in informal contact (Leslie et al., 
2005) but informal mentoring is not as much considered rewarded by the organization (Xianting and Fungfai, 
2010). On the other hand formal mentoring aids to give assistance from diverse mentors within the scope of 
company (Dawn and Palmer, 2009) as these sort of mentoring are more advantageous as informal mentoring 
because mentee enjoys advancement in careers, his turnover intentions get reduced and starts to build and 
expand circle of knowledge sharing that results in increased promise to get committed with the organization 
and guarantees success (Leslie et al., 2005). 
 
More over extrinsic benefits are also associated with  formal mentoring as when employees start to perform 
well, increased leadership professional skills, develops good interpersonal relations’ among peers, started to 
advance career goals and becomes confident resulting in the increasing the pace of output (Leslie et al., 
2005;Megginson et al., 2006). Experienced support result in producing formal mentoring programs in having 
strategic beneficial fit between the two i.e. mentor, mentee and organization as in contrast to informal 
mentoring technique as it is only beneficial in view of person having training from the mentor (Klasen and 
Clutterbuck, 2001).  Employees career aspirations should be in line with the future of organizational needs 
and experienced support should be provided to increase in human property (Baruch, 2006). 
 
In view of promotions, motivation, incomes, work satisfaction these factors increases by having a mentor and 
on other hand these factors are viewed in lower context if mentor is not present (Ragins et. al, 2000) as 
increased dedication to organization has researched by various researches having a mentor (Allen et.al, 2004; 
Laukau and Scandura, 2002; Lentz, 2004; Ragins et. al, 2000) shows less pace to turnover intention (Lentz, 
2004; Lentz and Allen, 2009) boosting performances on job (Lentz, 2004; Levenson et. al, 2006). Nevertheless 
some researchers found it exactly opposite by having no major relations with the mentoring process and 
objective to switch job (Allen et al., 2004) and performance on the job (Van , 2008).   
 
Theoretical Model: 
 
 
 
MENTORING 
 
  
 
 
 
 
 
 
 
 
Hypotheses 
 
H 1 - Experienced support from mentors that is given to employees has a positive impact on employee’s 
turnover intensions. 
H 2 - Experienced learning environment that is created by mentors for the employees has a positive impact 
on employee’s turnover intensions. 
H 3 - Career development has a significant positive impact on turnover intensions of employees. 
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3. Methodology 
 
The study was conducted among the employees of Telecom Sector of Pakistan. The telecom companies that 
are operating in Pakistan are multinationals. Data collection has been divided into two stages where first 
stage consists of pilot study based on 100 respondents. However, the second stage consists of a broad study 
where a large number of customers are selected as sample which includes direct distribution and mailing 
through emails and registered posts. The survey was distributed to around 400 customers. The instrument 
was developed using Five Likert-type scales. 
 
Procedure: To analyze the data SPSS software was used where result obtained was found to be significant. 
Furthermore eight outliers were removed from the questionnaires and the remaining questionnaires were 
correct. 
 
4. Results and Discussion 
 
A total of 300 respondents completed the questionnaire. The average respondent was 35 years of age, and 
had 14 years of education. Out of 300 respondent 260 were male that is 87%.  
 
Table 1: Regression Results: Co-efficient, Parenthesis (Standard Error), Brackets (t-value) and in italic 
(P-Value) 

The outcome of values marks coefficients β of individuals highlights that the result is significant and positive 
if viewed from broader perspective. Research indicates the dependent variable turnover intention has deep 
relation with experienced support, experienced learning & career development i.e. the independent variables 
as regression values are greater in number as compared to residuals value as observed in SPSS test. However 
the first independent variable experienced support shows a negative relationship with the dependent 
variable i.e. turnover intention .While the second independent variable i.e. experienced learning shows a 
positive relation with the dependent variable. Third independent variable i.e. career development again 
shows a negative relationship with dependent variable. 
 
R Square 0.876 shows that the model is a fit one and 87.6% variation in the dependent variable; turnover 
intention, is because of all the independent variables. Whole analysis shows that the variables Experienced 
support, Experienced learning & Career development which is independent in nature influences Turnover 
intention of employees and gives a significant result as P< .05, F = 344.821 and the R Square > .70 whereas 
the standard error <1.  
 
5. Conclusion 
 
Based on the above research our study finds that the support to employees from mentors are not up to the 
mark in minds of employees, secondly same goes for the career development where employees feel that 
mentors are not assisting them for their career advancement goals, However employees have opportunities 
to learn and polish their skills but mentor assistance is not meeting up to their expectations.  
 

Constant 
Experience 

Support (IV1) 
Experienced 

Learning (IV2) 
Career 

Development (IV3) 
R Square F 

4.844 -.394 .549 -.541 0.876 344.821 

(.056) (.032) (.022) (.038)   

[86.108] [-12.480] [24.583] [-14.073]   

.000 .000 .000 .000  .000 
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Limitations/Further Research: There are certain limitations to the study which needs to be mentioned 
here; 

 The sample size of our study is low, so it cannot be generalized so further it can be done by bigger 
sample size having a bigger focus. 

 The results can be tested by adding new variables to the model e.g. informal training, couching, on 
the job training etc. 

 This study was conducted purely with the employees of Telecom Sector however it can be extended 
to the other organizations as well e.g., banking sector, insurance companies and construction 
companies etc. 
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