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Since 1st January 2011, compulsory military service was abolished
and transition was made to manning the units of the Serbian
Armed Forces with professional members. This implies that the Serbian
Armed Forces should attract, employ and retain professional soldiers
within their units. Such scenario has created new challenges in human
resource management within the Serbian Armed Forces. Having in mind
that professional soldiers make a significant component that influences
the state and operational capabilities of Serbian Armed Forces units,
turnover represents a serious obstacle both in achieving and maintain-
ing required level of their operational capability. Every organisation fac-
es turnover. It is necessary for the management of the defence system
to identify expectations and requirements of professional soldiers, which
would contribute to the development of a strategic plan for the reduction
of their turnover.

The goal of this paper is to identify the causes of the turnover of
professional soldiers of the Serbian Armed Forces. Empirical research
was carried out on a sample of 117 company/autonomous platoon com-
manders and 1213 professional soldiers of the Serbian Armed Forces.
The causes of turnover were examined through a survey. Company/
autonomous platoon commanders were asked to evaluate factors that
encourage professional soldiers the most to leave the Serbian Armed
Forces. Professional soldiers were asked to define actions that the de-
fence system should take to reduce their outflow. Obtained results show
that the turnover of professional soldiers is considerably influenced by
job satisfaction and organisational support.

" The research was published in the framework of a doctoral thesis titled “The influence of job
satisfaction on the turnover of professional soldiers of the Serbian Armed Forces” produced at the
Military Academy in Belgrade.
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Introduction

Turnover exists in all organisations and it can adversely affect their functioning.
“However, the consequences of a major outflow of personnel could be dramat-
ic for the Serbian Armed Forces, both in financial terms and in terms of performing
assigned missions and tasks of the Serbian Armed Forces...” (Nikoli¢, 2023: 2). Or-
ganisational commitment and organisational identification of members of the Serbian
Armed Forces can be undermined by uncontrolled fluctuation of its members, which
can have tremendous consequences on the Serbian Armed Forces and the system
of defence of the Republic of Serbia. Research carried out worldwide point to the fact
that organisational identification, cohesion and motivation are in direct connection to
combat performance and success in combat (Todorovi¢, Cabarkapa, ToSi¢-Radev &
Miladinovié, 2017). “In order to timely undertake appropriate measures for the preven-
tion or reduction of voluntary turnover of professional members of the Serbian Armed
Forces, it is necessary to conduct a comprehensive analysis and determine elements
that influence the behaviour that is represented by withdrawal (absenteeism and turn-
over) of professional members of the defence system...” (Nikoli¢, Stojkovi¢, Kovacevi¢
i Nikoli¢, 2022: 475).

Since 1%t January 2011, the manning of the Serbian Armed Forces is done exclu-
sively by professional members. That is why the number of professional members in
their units has been increased (Petrovi¢, 2007). The process itself multiply increased
the number of contract soldiers - professional soldiers in units, which requires from the
human resources management in the Serbian Armed Forces to conduct successful
recruitment, or to attract young people to apply for voluntary military service, and then,
during the training, to motivate them to get employment in the Serbian Armed Forces
and retain them for a long time within the system of defence. However, the problem
of recruitment and retention of professional members has been more and more pro-
nounced in previous years (Dokic, Ignjatijevi¢, 2020). Despite detailed and good-qual-
ity selection that results in choosing the best candidates, their long-term attachment
to the Serbian Armed Forces is not guaranteed, hence, it happens that they leave the
system of defence. Therefore, one of the roles of human resources management is to
discover the causes of turnover and undertake measures to reduce the turnover rate
among professional members to an acceptable level..

The standing corps of the Serbian Armed Forces, as an organised armed force re-
sponsible for the defence of the Republic of Serbia against external armed threats, in-
clude professional members of the armed forces (military and civilian personnel) and
soldiers doing military service. Officers, non-commissioned officers and professional
soldiers are the military personnel. This research included professional soldiers, as
a response to the growing concern about their turnover, having in mind that they are
the primary performers of soldiers’ tasks and duties in the units and institutions of
the military. On the other hand, they differ from other members of military personnel
(officers and non-commissioned officers) in terms of the rights and obligations defined
by legal acts and bylaws, that can have influence on their job (dis)satisfaction and
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turnover. Firstly, unlike other military personnel, they are employed based on fixed
time employment relationship (contracts that last up to three years), which affects
exercising certain rights in civilian life (obtaining credits, loans and other). Secondly,
they do not receive the assistance from the military organisation to solve their housing
issues. Thirdly, in case of medical incapacity for military service, their employment
relationship is terminated without right to a pension.

The goal of this paper is to identify the causes of the turnover of professional sol-
diers of the Serbian Armed Forces.

Results of Previous Research

Turnover represents permanent withdrawal from an organisation (Robbins &
Judge, 2017). “Observed from the viewpoint of an individual, turnover is the result of
frustration and dissatisfaction of an employee” (Francesko and Mirkovi¢, 2008:78).

Despite a long history of turnover research, there are still questions about relative
contribution of different factors, probability and turnover time. From the organisational
aspect, there are numerous influencing factors that cause employees to decide to
leave their current organisation, and that intention certainly precedes the final decision
and taking actions.

Bogicevi¢-Miliki¢ (2010) point to the necessity of continuous management of em-
ployee turnover, whereat it is stressed that voluntary employee turnover can, and most
often does have extremely adverse consequences on the organisation. Mihajlov and
Mihajlov (2020) state that “The question why employees leave their jobs represents
an important organisational dilemma not only because of accounting calculations of
costs incurred by employment and training of new people who sometimes can be
even more competent than the ones who are leaving, but also because of continued
dissatisfaction as a disturbing factor for the achievement of individual performance
and overall organisational goals.” (pg. 50).

Research carried out for the requirements of the study of the outflow of personnel
performing EU/IPA, established several major aspects of dissatisfaction in civil serv-
ants who work on European integration jobs. These basic aspects are presented in
the study of several organisational units, starting from the problem of salaries and
other emoluments (for example daily allowances while on official travel or overtime
pays), to failures to give rewards according to achieved results, inadequate or insuffi-
cient promotion, inadequate system and insufficient opportunities for professional de-
velopment, to poor capacities, practices and skills of human resources management
at systemic level (Lazarevi¢, Kosmina and Baji¢, 2017).

In his doctoral dissertation Kovacevic (2021) underlines that job satisfaction has a
strong impact on turnover. Zivkovi¢ (2020) also points to the significant role of job (dis)
satisfaction on turnover. In his research, he determined that the majority of employees
state job dissatisfaction as the main reason for leaving the job, as well as dissatisfac-
tion with poor communication, bad relations with colleagues, and lack of trust. In her
doctoral dissertation Zivkovi¢ (2019) established that job satisfaction has a direct neg-
ative effect of voluntary turnover in the form of satisfaction with salary and satisfaction
with the degree of work load.
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Group of authors (Jaganjac, Gavri¢ & Obhoda$, 2020) notes that the satisfaction
of employees and exposure to stress are crucial for the withdrawal from an organi-
sation, or the employee turnover. In the conclusion of their research, they state that
the first step in management of employee turnover is to understand the employees’
dissatisfaction and the reasons behind their intention to leave the organisation.

Corovi¢ and Kahrovi¢ (2020) state in their work that the most significant factors
that encourage employees to leave their current organisation are: higher salary, em-
ployee insurance, and opportunities for promotion, followed by greater respect for
employees’ rights, possibility of solving housing issue and the vicinity of job. The least
significant turnover factors are opportunities for professional development, possible
existence of more creative, interesting and dynamic jobs, and participation in deci-
sion-making process of the organisation.

Today, a great deal of research is conducted that refer to voluntary turnover as a
growing problem of all modern armed forces. Osterberg and Life (2018) conducted
research on mutual relations between job satisfaction and work motivation and turno-
ver intentions in the Swedish Armed Forces. Godlewski and Kline (2012) presented a
model of early voluntary withdrawal from Canadian Armed Forces, as a response to a
growing concern about voluntary outflow, and they researched the influence of norma-
tive and affective commitment on voluntary turnover. In their study Lytell and Drasgow
(2009) estimated several event history models for predicting voluntary turnover in
the U.S. military. Turnover predictors included background variables, job satisfaction,
organizational commitment, withdrawal intentions, absenteeism, and comparisons
of military and civilian work and lifestyles. Results showed that turnover intentions,
absenteeism, organizational commitment, and military tenure consistently predicted
voluntary turnover. Inconsistent findings for job satisfaction and comparisons of mil-
itary and civilian work and lifestyles raise questions as to their roles as predictors of
voluntary turnover.

In the Serbian Armed Forces direct research of turnover has not been conduct-
ed, but there are some indirect indicators of professional members attitudes to the
withdrawal from the system of defence and the significance of analysis of organisa-
tional behaviour in that system (Dokic¢, Ignjatijevi¢, 2020). In his doctoral dissertation,
Kovacevi¢ (2021) analysed the influence of job satisfaction on work performance, and
the influence of motivation on job satisfaction. In his conclusion he states that motiva-
tion has a positive impact on turnover reduction, and that elements of work motivation
and job satisfaction partially coincide.

The analysis of results of 22 pieces of turnover research, carried out between 2020
and 2022, identified 38 used expressions for turnover causes (Table 1). Table 1 shows
that the most often researched causes of turnover were: job satisfaction, stress on the
job and organisational commitment.
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Table 1
Causes of turnover in different pieces of research from 2020 to 2022.
(Produced by the author)
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When we speak about job satisfaction, we usually refer to employees’ attitudes.
According to Robbins and Judge (2017), job satisfaction is “a positive feeling about
one’s job resulting from the evaluation of its characteristics” (pg. 119). They state the
following as reasons that influence job satisfaction: working conditions, personality,
salary and corporate social responsibility. Also, they underline that social support, in-
teraction with colleagues outside the workplace and managers play an important role
in the creation of attitude regarding job satisfaction.

Today, there are many definitions of stress. While some emphasise causes of
stress, others place focus on the way of reacting. Still, observed broadly stress is
“un unpleasant psychological process that occurs in response to environmental
pressures” (Robbins & Judge, 2017: 665). Francesko and Markovi¢ (2008) note that
stress includes three factors: objective circumstances or conditions where too great
demands are imposed on an employee - stressors; personal characteristics of an
individual that mediate the way of reacting, and reaction or and adaptive response to
the stressor. According to Bauer and Erdogan (2010) “stressors are events or contexts
that cause a stress reaction by elevating levels of adrenaline and forcing a physical
or mental response” (pg. 138). Robbins and Judge (2017) divide stressors into: chal-
lenge stressors or stressors associated with workload, pressure to complete tasks on
time, and time urgency, and hindrance stressors or stressors that keep an employee
from reaching his/her goals. Bauer and Erdogan (2010) show that stress is related to
higher turnover, worse job attitudes, and that stressed individuals have lower organi-
zational commitment.

“Organisational commitment represents a degree of identification with the organi-
sation” (Zupljanjin, 2016: 404). According to Zupljanjin (2016), organisational support,
belief that the organisation takes care of its employees, and that it values and appreci-
ates their contribution is closely related to organisational commitment. FranceSko and
Markovi¢ (2008) believe that organisational commitment is one of the two main factors
that influence making the decision to leave an organisation. Organisational commitment
is characterised by: strong belief in goals and values of the organisation, readiness to
make great efforts for the benefit of the organisation, and a desire to keep the member-
ship of the organisation (FranceSko and Markovi¢ 2008).

The analysis of literature and available papers show that, despite long history of
research done on this matter, one question always reemerges - what are all the fac-
tors that influence the turnover of members of an organisation. Additional motive for
this research, apart from the specificities of the workplace of professional soldiers, is
the specific situation our state has been in for a long time: the abolition of mandatory
conscription, continuous tensions in the southern province, accelerated armament
and equipment of the states in the region, and the existence of war hotspots in the
world.

Data Gathering and Processing Operation

Scientific identification of causes of the turnover of professional soldiers of the
Serbian Armed Forces was carried out though the survey of 117 company/autonomous
platoon commanders (hereinafter referred to as: “commanders”) and 1213 professional
soldiers, in the period from 1t March to 15t April 2024.
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The commanders and professional soldiers of Serbian Armed Forces units re-
sponded to the survey on the premises of their units during their working hours, and
the survey was administered in paper format. The survey was conducted in groups
from 3 to 11 survey respondents. The number of survey respondents by groups, and
the interval between the surveys entirely depended on assigned tasks and the avail-
ability of personnel.

The question asked in the survey for company commanders was: “Which factors,
in your opinion, influence professional soldiers the most to decide to leave the Serbian
Armed Forces?”. The commanders responded to the combined question by choosing
5 out of 12 offered causes with the possibility to add (write in) their own proposals.
The list of the offered causes was compiled by analysing the content of literature and
research results given in Table 1.

The survey of professional soldiers was carried out by means of a constructed
questionnaire to determine the influence of job satisfaction factors on turnover. In
the very questionnaire, they were given an opportunity to state their position in the
framework of an open question: “What measures, according to your opinion, could
the system of defence undertake to increase the retention of professional soldiers in
service?”

The statistical data analysis employed the content analysis and descriptive statis-
tical analysis. The results were presented as frequency and percentage. To conduct
data analysis, programme packages SPSS (version 26) and Excel (version 2002)
were used.

Research results

According to commanders’ opinions, presented in Figure 1, the greatest influ-
ence on the turnover of professional soldiers is exercised by job satisfaction (74%)
and workload (66%), while the least frequency is showed by: interpersonal relations
(15%), behaviour of superior officer (19%), conditions of working environment (23%)
and conflict between family and job (24%).

The commanders recognised the following causes of the turnover of profession-
al soldiers: absence from home (3%), immaturity and lack of interest (3%), and un-
planned engagement on tasks that are not defined for their assigned position (3%).

Out of the entire number of professional soldiers who responded to the survey,
857 (70,65%) professional soldiers stated their opinion about the measures that the
system of defence could take to increase the retention of professional soldiers in ser-
vice, while 121 proposal was articulated. Essentially, it is important to note that very
causes of turnover lay behind the proposals. Based on the analysis and classification
of responses by affinity and meaning (by integrating expressions that have the same
or similar meaning), and taking into account the proposals with the greatest frequency,
a list of identified causes of turnover was generated.
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1. Job satisfaction I 74%
2. Organizational fairness in relation to their contribution to work [EG—<—_ SN 17%

3. Organizational faimess in relation to the needs
of professional soldiers

4. Stress at work IEEGEENNN 36%

I 40%

5. Work load e 66%
6. Working environment conditions s 23%
7. Behavior of superior officer [ 19%
8. Interpersonal relations EEG—_—_—_—_ 15%
9. Conflict between family and work [IEEEEEG_—_—_—_—__ 24 %
10. The satisfaction of solving status issues IEEIII—— 48%
11. The possibility of employment outside the Serbian Armed Forces I 45%

12. Failure to meet the expectations of professional soldiers INEEG—G_GEGEEEEEE—— 49%

*Unplanned involvement in tasks that are not defined o
for their training place 13%

* The immaturity and disinterest of professional soldiers I 3%

* Absence from home | 3%

Figure 1: Opinions of the commanders regarding the causes
of the turnover of professional soldiers

A comparative analysis of data presented in Figure 1 and those given in Table
2 singled out job satisfaction and satisfaction with resolving status issues as poten-
tial causes of turnover, which was recognised by both commanders and professional
soldiers. However, the analysis of answers obtained from professional soldiers (see
Table 2) points to the existence of significant interconnection between turnover and
certain dimensions of job satisfaction (salaries - 38.83%; reconciling family obligations
and job - 6.18%; conditions of the working environment - 4.53%).

There are significant incongruities in terms of the evaluation of the influence of
workload and conditions of working environment on turnover. Commanders believe
that the workload, after job satisfaction, rather strongly influences the turnover of pro-
fessional soldiers (66%). And yet, only 26 professional soldiers (2.14%) believe that
workload influences their decision to leave the system of defence. Also, their eval-
uations differ in terms of the influence of conditions of working environment on the
turnover of professional soldiers (company commanders - 23%; professional soldiers
4.53%).
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Table 2
Presentation of identified causes of turnover on the basis of survey of professional
soldiers
5 Proposed action to O?l:gr;::s O:/toof O:/toof
(@]
= Casl ey reduce outflow who 857 1213
gave . :
soldiers | soldiers
proposals
Increasing salaries
1 of professional 471 54.96 38.83
soldiers
Increasing the
2 amount of daily 130 156.17 10.72
allowances
3 Satisfaction with | Introduction of meal 31 362 256
salary and benefits allowance
g
‘g Increasing the
4 = amount of travel 16 1.87 1.32
g expenses
§ | 3
5 3 = Paymebnt of annual 15 175 1.4
% ) onus
S © Satisfaction with Improvement of
6 8 work environment | living and working 55 6.42 4.53
- conditions conditions
7 Satisfaction with | oy ing workload | 26 303 | 214
workload
. . . Better behaviour
8 Satlsfgctlon 'Wlth . of superior 15 175 104
superior officer officer toward the
employees
Q
2 Reducing the
8 - : absence from
9 5 Rb‘TFO’t‘.C”'”g fadm."i family because of | 75 875 | 6.18
S obligations and Job | ¢ engagement in
> the field
o
Regulating
the status of
10 Organisational by th isati professional =t e e
support y the organisation soldiers
1" SoIvmg housing 31 362 2.56
issue
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Discussion

The goal of this paper is to identify the causes of the turnover of professional
soldiers in the Serbian Armed Forces, since the prediction of employee turnover is
an integral part of work plans of all non-profit-making organisations (Cohen,Blake&
Goodman, 2015). The primary interest of the research and identification of causes of
the turnover of professional soldiers in the Serbian Armed Forces is reflected in the
reduction of their outflow, and the enhancement of job satisfaction, and consequently
the enhancement of the effects of their work, and lower absence from work. In ad-
dition, the identification of important causes of turnover is significant because of the
possibility, on the basis of research results, to influence the change and improvement
of organisational structure if needed, to enable a higher level of job satisfaction, thus
reducing the outflow. Moreover, a satisfied member of the Serbian Armed Forces will
be a positive example in his environment, and make a strong and favourable impact
on the promotion of military profession and influx of new personnel.

The research showed that job satisfaction strongly influences the turnover of pro-
fessional soldiers (recognised in 74% of surveyed commanders, and 38.83% of pro-
fessional soldiers) which is the result confirmed by a great deal of research (Ali &
Anwar,2021; Griffeth, Hom & Gaertner, 2000). However, the obtained results bring
into question the manner of measuring job satisfaction. Should it be done using one
global indicator or is it necessary to derive a composite measurement of satisfaction
with key aspects of work from various factors (Carvajal and Popovici, 2018; Robbins
and Judge, 2017)? Obtained results point to a considerable influence of certain as-
pects of job satisfaction on the turnover of professional soldiers (salaries - 38.83 %,
reconciling family obligations and job - 6.18%). However, no significant influence of
superior officers was identified (recognised by 1.24% of professional soldiers) and of
some other dimensions of job satisfaction (interpersonal relations - 0.66%, possibility
of promotion - 0.66%, possibility of professional development - 0.08%) on the turnover
of professional soldiers. That points to a conclusion that we would get suitable data
merely by measuring job satisfaction dimensions, and those data would enable us
to define appropriate measures aimed at creating a good plan for the management
of organisational behaviour of professional soldiers (turnover, absenteeism) (Barbu,
2020; Robbins and Judge, 2017).

A descriptive analysis of the data, also established that the status of professional
soldiers within organisational support (37.5% of professional soldiers and 48.8% of
commanders) considerably influences the turnover of professional soldiers. A great
deal of research has confirmed a negative effect of organisational support on employ-
ee turnover (Allen, Shore & Grfiffeth, 2003; Al-Suraihi, Yusuf&Al-Suraihi,2020; Flint,
Haley & McNally, 2012).

Attention must be drawn to the fact that commanders, apart from suggested caus-
es of turnover, recognised the immaturity and lack of interest (3%) as a potential
cause of the turnover of professional soldiers. In their research Ford, Gibson, DeCe-
sare, Marsh, & Griepentrog, (3013) state that immaturity and lack of interest of armed
forces members have a predicting capacity of their turnover. On the basis of previ-
ously stated, additional research on the influence of lack of interest and immaturity on
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the turnover of professional soldiers in the Serbian Armed Forces is necessary and
justified.

As regards the future directions of research in the field of the turnover of profes-
sional soldiers, the results of this research suggest several key topics: research on the
causes and course of professional soldiers’ decision-making process to leave units of
the Serbian Armed Forces, and research into the connection between the turnover of
professional soldiers and certain dimensions of job satisfaction.

Conclusion

The results of the conducted survey unequivocally confirmed the presence of dan-
ger from turnover within the system of defence. Such conclusion is suggested by the
feedback of professional soldiers (70.65%) when asked to give their proposals during
the survey, as well as the frequency of some of their proposals as to how to resolve
the problem of personnel outflow. Also, both respondent populations recognised the
potential causes of turnover.

The survey results both in case of soldiers and commanders identified the influ-
ence of job satisfaction and organisational support (defining status and solving hous-
ing issue) on the turnover of professional soldiers.

The identified existing influence of job satisfaction and organisational support on
the turnover of professional soldiers has rather important implications for administra-
tive authorities of the Serbian Armed Forces. They must be aware that this problem
exists in order to “ take appropriate measures and create a good plan for the manage-
ment of the organisational behaviour of professional soldiers, and among other, their
turnover.
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Summary

n 2011, the armed forces of Serbia carried out a transition of the manning system

from recruitment system to manning the forces by fully professional personnel.
This implies that the Serbian Armed Forces should attract, employ and retain profes-
sional soldiers within their units. Such scenario has created new challenges in human
resource management within the Serbian Armed Forces.

Having in mind that professional soldiers make a significant component that influ-
ences the state and operational capabilities of units of the Serbian Armed Forces, it
can be said that knowledge on the turnover of professional soldiers and factors that
contribute it, can be the key for daily guidance of their behaviour on their workplaces,
and form a long-term perspective, it enables maintaining the Serbian Armed Forces in
the framework of the strategic plan.

The purpose of this paper was to analyse and identify the causes of the turnover
of professional soldiers of the Serbian Armed Forces. The interests of the research
into the causes of turnover are multiple. The primary interest is reflected in the reduc-
tion of their outflow, and the enhancement of job satisfaction, and consequently the
enhancement of the effects of their work, and lower absence from work. In addition,
the identification of important causes of turnover is significant because of the possi-
bility, on the basis of research results, to influence the change and improvement of
organisational structure if needed, to enable a higher level of job satisfaction, thus
reducing the outflow. Moreover, a satisfied member of the Serbian Armed Forces will
be a positive example in his environment, and make a strong and favourable impact
on the promotion of military profession and influx of new personnel.

Empirical research was carried out on a sample of 117 company/autonomous pla-
toon commanders and 1213 professional soldiers of the Serbian Armed Forces. The
causes of fluctuation were examined through a survey. Company/autonomous platoon
commanders were asked to evaluate factors that encourage professional soldiers the
most to leave the Serbian Armed Forces, while professional soldiers were to define
actions that the defence system should take to reduce their outflow.

This research points out that job satisfaction and organisational support strongly
influence the turnover of professional soldiers. However, the obtained results bring
into question the manner of measuring job satisfaction. Should it be done using one
global indicator or is it necessary to derive a composite measurement of satisfaction
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with key aspects of work from various factors? Obtained results show a considerable
influence of certain aspects of job satisfaction on the turnover of professional soldiers.

The identified existing influence of job satisfaction and organisational support on
the turnover of professional soldiers has rather important implications for adminis-
trative authorities of the Serbian Armed Forces. For the purpose of taking timely and
appropriate measures to prevent or reduce voluntary turnover of professional soldiers
in the Serbian Armed Forces, it is necessary for the administrative authorities to carry
out a comprehensive analysis and determine factors that influence the behaviour that
results in the turnover of professional soldiers of the system of defence.

Key words: human resources, turnover, job satisfaction, stress, organisational
support.

© 2024 The Author. Published by Vojno delo (http://www.vojnodelo.mod.gov.rs). This
article is an open access article distributed under the terms and conditions of the Creative
Commons Attribution license (http://creative//commons.org/licenses/by/4.0/).

©0

11/17



VOJUNO DELO, 2/2024

11/18



