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Abstract

This study aimed to design and validate an employee retention model for internal customers of Social
Security Organization hospitals with an emphasis on enhancing commitment and reducing occupational
risk. An exploratory mixed-methods design was employed. In the qualitative phase, grounded theory based
on the systematic Strauss and Corbin approach was used, involving semi-structured interviews with 10
experts and managers from Social Security Organization hospitals. Qualitative data were analyzed using
MAXQDA through open, axial, and selective coding. In the quantitative phase, the extracted model was
validated using a researcher-made 27-item questionnaire administered to 380 employees and managers
of Social Security Organization hospitals. Partial least squares structural equation modeling was applied
to analyze the quantitative data using SmartPLS. Structural model analysis showed that causal conditions
had a significant effect on the central phenomenon of employee retention (8=0.645, t=7.312, p<0.001).
Contextual conditions ($=0.263, t=2.191, p=0.028) and intervening conditions (8=0.332, t=3.905, p<0.001)
also significantly predicted the central phenomenon. The central phenomenon significantly affected
strategies (3=0.640, t=7.008, p<0.001), while strategies significantly predicted outcomes (3=0.636,
t=5.518, p<0.001). The R2 values for the central phenomenon, strategies, and outcomes were 0.645,
0.640, and 0.636, respectively, indicating moderate-to-strong explanatory power. Furthermore, the GOF
value of 0.743 indicated strong overall model fit. The findings indicate that employee retention in Social
Security Organization hospitals results from the systematic interaction of causal, contextual, and
intervening conditions, which influence organizational outcomes through employee-retention mechanisms
and appropriate managerial strategies. Accordingly, strengthening job security and fairness, organizational
support, empowerment, participative management, and occupational risk reduction may enhance
organizational commitment, improve employee retention, and contribute to more effective hospital
performance.

Keywords: Employee Retention, Internal Customers, Organizational Commitment, Occupational Risk,
Social Security Hospitals, Human Resource Management.
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Extended Abstract
Introduction
Employee retention has become one of the central concerns of contemporary human resource
management, particularly in healthcare organizations where workforce continuity is directly
associated with service quality, organizational effectiveness, patient safety, and the preservation of
professional knowledge. Hospitals depend heavily on experienced employees whose accumulated
clinical, administrative, and organizational knowledge cannot be rapidly replaced. Accordingly,
employee retention should not be regarded merely as the absence of turnover; rather, it represents
an organizational capacity to maintain competent personnel, strengthen their willingness to remain,
and sustain their commitment to organizational goals. Recent evidence suggests that employee
retention is a multidimensional phenomenon shaped by organizational, managerial, occupational,
and individual factors and that effective retention policies may contribute substantially to
organizational performance (Gelencsér et al., 2024; Haar & Kelly, 2024).
Among the major determinants of retention, job security and organizational commitment have
received considerable attention. Perceived job insecurity may weaken employees’ psychological
attachment to the organization, increase uncertainty regarding their occupational future, and
ultimately reduce their intention to remain. Research has demonstrated that job insecurity can
influence organizational commitment and thereby affect employment-related attitudes and behaviors
(Hngoi et al., 2024). Iranian evidence similarly indicates that perceived job insecurity is negatively
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associated with employees’ intention to stay, emphasizing the importance of employment stability
and predictable contractual arrangements for workforce retention (Pourali & Fathollahzadeh, 2025).
This issue is particularly important in hospital environments, where demanding schedules,
occupational stress, professional accountability, and work-related risks may intensify employees’
concerns about their continued employment.

Organizational commitment represents another central mechanism through which retention can be
strengthened. Employees who develop affective attachment, perceive their organization as
supportive, and experience respect and recognition are more likely to maintain their organizational
membership. Supervisor support and positive workplace experiences have been shown to reinforce
organizational commitment (Hadi et al., 2024), while organizational strategies specifically directed
toward strengthening commitment may improve employees’ willingness to continue their
employment (Zhong, 2024). Organizational support is therefore particularly relevant because it
communicates to employees that their contributions are valued and that the organization is
concerned about their welfare. Previous research has also shown that organizational support can
promote retention through the mediating role of organizational commitment (Moghaddam Bagha,
2023).

Employee retention is also closely associated with organizational justice and the broader architecture
of human resource management. Fair compensation, transparent promotion systems, merit-based
advancement, and equitable managerial decisions can strengthen employees’ perceptions of
organizational legitimacy. Justice-based human resource retention models have highlighted fairness
as a fundamental condition for sustaining employees’ attachment to organizations (Bayat et al., 2021).
In addition, retention should be considered as part of an integrated process involving recruitment,
placement, development, evaluation, and career management rather than as an isolated intervention
implemented only after turnover intentions emerge (Kazemi et al., 2022). Research on knowledge-
based human resources has further emphasized the importance of a supportive workplace, career
development opportunities, flexibility, professional growth, and quality of working life
(Mohammadzadeh et al., 2023). Managerial orientations affecting trust, satisfaction, organizational
health, motivation, and job adaptation may also influence employees’ willingness to remain (Bakhtiari
& Ramezani, 2023).

Within this framework, internal marketing provides a useful theoretical perspective for understanding
employee retention because it conceptualizes employees as internal customers. From this
perspective, organizations are expected to identify and respond to employees’ needs through
training, empowerment, communication, support, recognition, fair rewards, and opportunities for
development. Internal marketing has been associated with improved organizational performance
(Akhundzadeh et al., 2021) and organizational commitment (Shahbeiki & Keykha, 2023). Integrated
internal marketing models likewise emphasize the combined contribution of organizational culture,
communication, empowerment, motivation, and employee development (Majarshin et al., 2024).
Grounded-theory investigations have further indicated that internal marketing indicators should be
identified according to the specific organizational context in which employees operate (Nikbakht et
al., 2024). Moreover, internal marketing may strengthen employee engagement and positive
organizational behaviors (Sarangal et al., 2024), while the interaction between internal, external, and
interactive marketing demonstrates that the experience of internal customers can ultimately affect
service delivery to external customers (Sawunyavisuth, 2025).

In hospitals, this relationship is particularly consequential because employee experiences may
eventually be reflected in patient experiences. Occupational and non-occupational pressures,
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workload, employment conditions, and environmental risks can affect employees’ attitudes and
behaviors (Khosravipour et al., 2021). Therefore, a comprehensive retention model should
simultaneously account for job security, fairness, organizational support, commitment, workplace
conditions, developmental strategies, and occupational risk. The present study was consequently
designed to develop and validate a comprehensive employee retention model for the internal
customers of Social Security Organization hospitals with an emphasis on enhancing commitment
and reducing occupational risk.

Methods and Materials

This study employed an exploratory sequential mixed-methods design consisting of qualitative and
guantitative phases. In the qualitative phase, grounded theory based on the systematic approach of
Strauss and Corbin was used to identify the dimensions, components, and relationships underlying
employee retention in Social Security Organization hospitals. Participants were experts and
managers with relevant knowledge and experience in human resource management and hospital
organizational conditions. Purposive and snowball sampling procedures were used, and data
collection continued until theoretical saturation was reached after 10 semi-structured interviews with
participants from Social Security Organization hospitals in different provinces of Iran.

The interviews were transcribed and analyzed using MAXQDA 2024. Data analysis was conducted
through open, axial, and selective coding. Approximately 268 initial codes were extracted, refined,
and organized into subcategories and major categories according to the paradigmatic grounded-
theory framework. Credibility and dependability of the qualitative findings were strengthened through
participant review and peer examination.

In the quantitative phase, the model derived from the qualitative findings was empirically validated.
The statistical population consisted of employees and managers working in 77 Social Security
Organization-owned hospitals throughout Iran. Based on Cochran’s formula at a 95% confidence
level and a 5% margin of error, 380 participants were selected. Data were collected using a
researcher-made 27-item questionnaire developed directly from the qualitative findings and rated on
a five-point Likert scale. Reliability was assessed using Cronbach’s alpha and composite reliability,
while convergent validity was examined using average variance extracted. Structural equation
modeling based on partial least squares was conducted using SmartPLS 3 to evaluate the
measurement and structural models.

Findings

Qualitative analysis resulted in six main constructs and 24 major components. Causal conditions
included job security and contract stability, regular and fair payment, person-job fit, merit-based
promotion, and organizational status and reputation. The central phenomenon of employee retention
comprised organizational belonging and loyalty, job satisfaction, unwillingness to transfer, and
respect and dignity in the workplace. Contextual conditions consisted of a positive organizational
culture, welfare facilities and benefits, supportive interpersonal relationships, and supportive
managerial policies. Intervening conditions included economic circumstances and inflation, labor
regulations and employment status, workload and demanding shifts, and family circumstances. Four
major strategies were identified: training and empowerment, participative management, a fair reward
and promotion system, and reduction of occupational risk and workload. The major outcomes were
reduction of medical errors, increased patient satisfaction, and reduced employee replacement
costs.

The quantitative findings supported the proposed structural relationships. Causal conditions had a
significant positive effect on the central phenomenon of employee retention (B = 0.645,t=7.312, p
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< 0.001). Contextual conditions also significantly predicted the central phenomenon (B = 0.263, t =
2.191, p = 0.028), and the effect of intervening conditions was statistically significant (B = 0.332, t =
3.905, p < 0.001). The central phenomenon had a strong significant effect on retention strategies (3
= 0.640, t = 7.008, p < 0.001), while strategies significantly predicted organizational and service-
related outcomes (B = 0.636, t = 5.518, p < 0.001).

The coefficients of determination demonstrated moderate-to-strong explanatory power. The R2 value
was 0.645 for the central phenomenon, 0.640 for strategies, and 0.636 for outcomes. All structural
relationships were statistically significant at the 95% confidence level. The overall goodness-of-fit
index was 0.743, indicating strong overall model fit.

At the component level, regular and fair payment received the highest importance among causal
conditions. Respect and dignity in the workplace emerged as the most prominent component of the
central phenomenon, while supportive interpersonal relationships were especially important among
contextual factors. Economic conditions and inflation represented the most salient intervening factor.
Training and empowerment received the highest priority among retention strategies. Regarding
outcomes, reduction of medical errors and increased patient satisfaction emerged as the most
important consequences of successful employee retention.

Discussion and Conclusion

The findings demonstrate that employee retention in Social Security Organization hospitals is a
multidimensional organizational phenomenon that cannot be adequately explained by
compensation, satisfaction, or commitment alone. Instead, employees’ decisions to remain appear
to emerge from an interconnected system of structural, psychological, social, economic, and
managerial conditions. The strong effect of causal conditions on the central phenomenon indicates
that employment stability, fairness of compensation, appropriate job placement, merit-based
advancement, and organizational reputation constitute the foundational conditions through which
employees develop satisfaction, loyalty, attachment, and willingness to remain.

The prominence of respect and dignity within the central phenomenon is especially important. This
result suggests that employees assess the quality of their relationship with the organization not only
in economic terms but also through the degree to which their professional and personal value is
recognized. In demanding hospital settings, where employees routinely experience substantial
workload and responsibility, respectful treatment may function as an important psychological
resource that strengthens attachment and reduces the attractiveness of leaving.

The significant effect of contextual conditions further demonstrates that retention depends on the
environment in which employment relationships are experienced. Supportive interpersonal relations,
positive organizational culture, welfare provisions, and supportive managerial policies provide the
social and organizational infrastructure necessary for sustained commitment. Conversely,
intervening factors such as inflation, employment regulations, workload, difficult shifts, and family
circumstances may alter employees’ evaluation of organizational benefits and increase vulnerability
to turnover.

Training and empowerment emerged as the most important strategy, suggesting that retention
management should move beyond predominantly financial interventions. Employees may be more
willing to remain when they perceive continuing opportunities to develop competence, participate
meaningfully in organizational processes, and progress professionally. Participative management
and fair reward and promotion practices can further strengthen employees’ perceptions of control,
fairness, and organizational membership. At the same time, reducing occupational risk and workload
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is essential because retention strategies are unlikely to remain effective when employees
continuously experience excessive demands or unsafe working conditions.

The significant pathway from strategies to outcomes confirms that employee retention has
consequences extending beyond human resource stability. Reduced medical errors and increased
patient satisfaction indicate that workforce continuity may contribute directly to the quality and safety
of hospital services. Experienced employees possess greater familiarity with procedures,
organizational routines, teamwork requirements, and service expectations. Their continued
presence may therefore support coordination, prevent knowledge loss, and reduce disruptions
associated with frequent employee replacement. Reduced replacement costs additionally
demonstrate the economic value of retention.

Overall, the model provides an integrated framework in which causal, contextual, and intervening
conditions shape the central phenomenon of employee retention, which in turn supports managerial
strategies and desirable organizational outcomes. The strong explanatory coefficients and overall
model fit indicate that the proposed framework has substantial potential for explaining retention in
Social Security Organization hospitals. The findings ultimately suggest that sustainable employee
retention requires an integrated human resource approach combining employment security,
distributive and procedural fairness, organizational support, respectful treatment, professional
development, employee participation, and systematic reduction of occupational risk. Such an
approach can simultaneously strengthen organizational commitment, reduce turnover pressures,
enhance patient-related outcomes, and improve the efficiency and continuity of hospital services.
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