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Abstract

Frontline employees are generally under great pressure, and carry out repetitive and
mundane daily tasks, leading to burnout and a high turnover intention among them.
To identify ways to reduce this turnover intention, this study examines the effect of
perceived organizational support (POS) on burnout and turnover intention in the
Chinese context and adds to the literature on frontline employee burnout. Using
data from a survey of the frontline employees of a gas station in Beijing, we examine
the mediating effects of frontline employee burnout on their POS and turnover
intention. This study shows that POS has a significant negative impact on burnout
and turnover intention, and that job resources cannot substitute POS.

Keywords: Perceived organizational support (POS), Burnout, Retail frontline
employees, Job resources, Job demands, Turnover intention

Introduction
Retail frontline employees act as liaisons between a company and its customers. These

employees are generally under great pressure, because they need to fulfill the job de-

mands issued by their colleagues, superiors, and customers. Their work involves helping

customers through generally repetitive and mundane daily tasks. This often leads to

burnout, especially among employees in the service industry (Cho et al. 2013; Singh et al.

1994; Yagil 2006). Burnout is characterized by emotional exhaustion, depersonalization,

and diminished perceptions of job-related abilities (Cordes and Dougherty 1993). Burn-

out undermines frontline employees’ performance and hinders effective customer service

(Babakus et al. 1999). Furthermore, employees suffering burnout often consider leaving

their job (Babakus et al. 2009; Fogarty et al. 2000). The fact that burnout significantly af-

fects employees––who directly influence service quality and enterprise productivity––has

made understanding frontline employee burnout and its consequences an issue of major

concern for scholars and managers (Singh 2000).

Many scholars have conducted research to shed light on burnout (Chen and Kao

2012; Han et al. 2016; Pienaar and Willemse 2008). Some studies have identified two

major categories of job characteristics linked to burnout, namely job demands and job

resources (Podsakoff et al. 2007; Singh 2000). Others have identified personality traits,

work environment, and the interaction between them as the main causes of
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burnout––illustrating that environmental factors overpower individual differences

(Fogarty et al. 2000). Many scholars use the concept of perceived organizational sup-

port to measure and analyze the work environment.

In practice, enterprises also focus on job demands and job resources to alleviate burn-

out. Some enterprises provide employees with sufficient job resources––such as appropri-

ate training and adequate equipment––while others show concern for their employees by

acknowledging their interests, creating a fair environment, and other such means.

This research addresses two gaps in the existing literature in this field. First, in the

Chinese context, perceived organizational support (POS) is an important factor that af-

fects the work environment of employees. Organizations care for their employees in

several unique ways, including organizing activities, expressing condolences, providing

welfare, and more (Dong and Wei 2018). However, previous studies have seldom ad-

equately considered the effects of this support. Therefore, this study addresses this gap

in the literature by analyzing the burnout and turnover intention of frontline employees

within the Chinese context.

Second, this study also propounds that job resources may play a mediating role in the

burnout process. To assess the role of job resources, a mechanism by which the medi-

ating effect (burnout) moderates the interaction between the independent variable

(POS) and the dependent variable (turnover intention) is devised in this study. Figure 1

presents the conceptual model guiding this study.

Theory and hypotheses
The theory of perceived organizational support

POS theory is an important component of the literature on the relationship between em-

ployees and organizations. In the 1980s, American psychologist Robert Eisenberger and his

colleagues proposed the concept of POS, which he defined as employees’ perceptions and

views regarding whether their employing organization pays attention to their contributions

and interests (Eisenberger et al. 1986). McMillin (1997) claimed that POS has its origin in

the organizational support of employees, which includes moral support, recognition of the

importance of employee, and the provision of information, training, equipment, and other

tools needed to complete work. Xu et al. (2005) noted that there are two key points to

organizational support, namely, an employee’s perception of whether their organization ob-

serves their contributions, and whether an organization cares about employees’ well-being.

While POS and burnout have been extensively studied in the field of human resources,

we find that most studies on POS explore its role as a mediator (e.g., Cheng and Yi 2018;

Fig. 1 Research framework
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Palmer et al. 2017), and only a few scholars have considered POS as an independent vari-

able (Wang et al. 2011). Eisenberger et al. (1986) found that employees with high POS are

more likely to express a strong sense of belonging and loyalty to an organization. Thus,

POS can reduce an employee’s turnover intention. A study by Meyer et al. (1993) also

showed a significant negative correlation between POS and employees’ behaviors of alien-

ation, negative absenteeism, and turnover. Additionally, employees’ POS can lead to a re-

duction in their stress and burnout (Cropanzano et al. 1997).

When employees perceive that they are being supported by their organization, they

work harder, and their performance improves. However, if they do not perceive any

support, they adopt a passive attitude toward their work and may feel burnout––redu-

cing their efficiency. The main aim of POS is to provide employees with support and

encouragement through intangible or tangible methods.

Subsequent studies have demonstrated that support from other individuals and/or orga-

nizations can alleviate the consequences of stress within employees (Andrews and Kacmar

2001; Bakker et al. 2014; Sakurai and Jex 2012). Several studies have provided evidence

that a workplace environment with significant job stressors induces high levels of em-

ployee burnout, which consequently increases employee turnover (Cherniss and Cherniss

1980; Chiang and Jang 2008). Earlier studies have stated that organizational support plays

a critical role in increasing positive employee attitudes and behaviors (Cohen and Wills

1985; Day and Bedeian 1991). Researchers have documented that organizational and

interpersonal support enables employees to reduce their job stress (Bakker et al. 2014).

According to a study by Tian et al. (2014), the support provided by organizations and

leaders helps strengthen the emotional bonds of employees, which is an important de-

terminant of organizational dedication and commitment. Additionally, the same study

demonstrated that a supportive work environment plays an important role in reducing

various job stressors and improving job performance (Tian et al. 2014). Therefore, POS

can reduce or even prevent burnout and turnover intention among employees.

The mediating role of burnout

Maslach and Jackson (1981) divided burnout into three dimensions, namely emotional

exhaustion, depersonalization, and reduced personal accomplishment. Emotional ex-

haustion occurs when employees expend excessive emotional resources at work and

find it difficult to continue fully engaging with their work at the psychological level. A

degree of correlation exists between the emotional exhaustion and the

depersonalization dimensions. Through depersonalization, employees who are emotion-

ally exhausted view customers as the source of their emotional exhaustion and there-

fore develop negative, even hostile, feelings toward customers. The third dimension of

burnout, reduced personal accomplishment, refers to employees’ difficulty in obtaining

satisfaction and accomplishment from their work.

There are four main theories on the causes of burnout. These are (1) the job–person

fit theory, (2) the conservation of resources (COR) theory, (3) the social competence

model, and (4) the effort–reward model. Proposed by Maslach and Jackson (1981), the

job–person fit theory, suggests that burnout is caused by a mismatch between an indi-

vidual and their work. The higher the degree of this mismatch, the more severe the

burnout experienced by the individual. Hobfoll (1989) proposed the COR theory, which
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is the contemporary mainstream explanation for burnout. COR attempts to understand

psychological stress by focusing on the status of a person’s resources. Psychological

stress is defined as the reaction to the loss of resources, the threat of such a loss, or the

failure to gain additional resources after an investment of resources (Hobfoll 2001). In

the social competence model proposed by Harrison (1983), burnout is linked to an in-

dividual’s sense of self-competence. If an individual possesses a strong sense of job

competence, his/her motivation to help others tends to increase. However, if the em-

ployees fail to achieve the expected goal of helping others, they may develop burnout,

which diminishes their motivation to help others. The advantage of this theoretical

model is that it focuses on the role and significance of social competence in burnout.

Finally, the effort–reward model proposed by Siegrist (1996)––which applies a social

exchange theory perspective––asserts that burnout tends to occur when an individual’s

input exceeds their output.

The harmful consequences of burnout include the followings. First, it generates men-

tal and physical health problems, such as depression, anxiety, distress, and insomnia

(Chen and Kao 2012; Cordes and Dougherty 1993; Kristensen et al. 2005; Maslach

et al. 2001; Schaufeli et al. 2008; Söderlund 2017). In addition, it facilitates the deterior-

ation of social and familial relationships (Cordes and Dougherty 1993; Maslach et al.

2001; Söderlund 2017). Lastly, it produces dysfunctional outcomes in the individual’s

relationship with their employer, such as a lower organizational commitment, higher

absenteeism, reduced job satisfaction, and an intention to leave (Babakus et al. 1999;

Chen and Kao 2012; Cho et al. 2013; Cordes and Dougherty 1993; Deery et al. 2002;

Han et al. 2016; Karl and Peluchette 2006; Kristensen et al. 2005; Maslach et al. 2001;

Schaufeli et al. 2008; Singh 2000; Singh et al. 1994; Söderlund 2017).

Turnover––which refers to employees leaving an organization––generates a series of

company costs and losses. These include the cost of recruitment and training new em-

ployees, the reduction of efficiency prior to the employee’s departure, and the possible

loss of information. Mobley (1977, p.237) proposed that “willingness to leave, which is

the tendency of employees to leave,” is significant in predicting whether employees will

actually leave an organization. Turnover intention is the final stage before employees

take the initiative to leave (Zhao and Li 2012). Mobley et al. (1978) argued that turn-

over intention is an employee’s comprehensive manifestation of their dissatisfaction

with work, thoughts of quitting, preparation for job-hopping, and their search for other

job opportunities. Schaufeli and Bakker (2004) found that burnout mediates the impact

of job demands and job resources on turnover intention, while Gu (2010) concluded

that burnout mediates the effect of job demands on turnover intention.

Although many factors affect employees’ turnover intention, two factors are para-

mount to most employees, namely job satisfaction and organizational commitment. Job

satisfaction is a reflection of the staff’s contentedness toward their job. Thus, a high job

satisfaction illustrates that employees possess positive emotions toward their job. The

factors governing job satisfaction are work tasks, compensation, promotion, work part-

ners, and superiors. Meanwhile, organizational commitment is an individual’s psycho-

logical attachment to an organization. This commitment is a psychological contract,

which differs from the labor contract signed between the individual and the

organization. Through organizational commitment, individuals define the nature and

level of their connection with their organization, particularly addressing the content of
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their professional behavior, which is not specified in the formal labor contract. Em-

ployees with a higher organizational commitment often have a stronger sense of be-

longing and identification with the organization.

Turnover intention occurs for many reasons. It is a tendency or desire to escape

which is induced within employees and stimulated by factors outside the organization.

These stimulants operate based either on employees’ dissatisfaction with their current

job or organization, or on their yearning for better job opportunities.

Maslach and Leiter (1997) noted that a lack of a sense of fairness in an organization

likely leads to burnout. Gabris and Ihrke (2001) studied government employees’ percep-

tions of performance evaluation and the relationship between burnout and job satisfac-

tion, and they pointed out that procedural fairness and distributive justice have

predictive effects on burnout.

These studies sufficiently illustrate that burnout acts as a mediator between POS and

turnover intention. Therefore, we hypothesize the following:

Hypothesis 1: For frontline employees, burnout mediates the negative relationship

between POS and turnover intention.

The moderating role of job resources

COR theory was originally used to study stress (Benight et al. 1999; Hobfoll et al. 2006),

but it is now widely used to study burnout (Buchwald and Hobfoll 2004; Neveu 2007) and

challenging work environments (Halbesleben and Bowler 2007; Sun and Pan 2008).

According to the COR theory, the support that an organization can provide reduces the

employees’ emotional exhaustion and prevents their stress from increasing. Research shows

that when employees receive structural support from their organizations, it increases their

sense of trust and commitment toward the organization, which consequently reduces the

likelihood of job burnout and turnover intention among them (Cuyper et al. 2012). Research

also suggests that burnout induces communication, which implies that individuals suffering

from burnout may share their symptoms with their colleagues (Bakker and Demerouti

2007). People who experience burnout can negatively affect their colleagues, both by indu-

cing greater personal conflict with colleagues and by disrupting their job tasks. Burnout can

thus be “contagious” and perpetuate itself through social interactions (Bakker et al. 2005;

González-Morales et al. 2012; Maslach and Leiter 2016). Therefore, organizational support

plays an important role in regulating job burnout and turnover intention. Organizational

support is different from job resources, as organizational support provides individuals with

resources outside the work. Employees’ acquisition of appropriate resources accordingly al-

ters their job burnout and turnover intention.

Support from other individuals and/or the organization can reduce the consequences

of employee stress (Andrews and Kacmar 2001; Demerouti et al. 2014; Sakurai and Jex

2012). Workplace environments with significant stressors cause high levels of employee

burnout, which consequently increases employee turnover (Chiang and Jang 2008).

Job resources refer to the physical, psychological, social, or organizational aspects of a

job that can contribute to the achievement of a job goal, reduce the physiological and

psychological costs of a job requirement, or promote personal growth and develop-

ment. Job resources have been extensively studied in the field of human resources.
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However, we find most studies regarding job resources as an independent variable, with

few considering job resources as a moderating variable. Organizational support may

provide employees with psychological support and recognition, regardless of whether

this support could be regulated or even replaced by job resources. Therefore, we

propose the following hypothesis:

Hypothesis 2: Job resources moderate the relationship between POS and burnout,

such that this relationship is weakened by higher levels of job resources.

Methods
Sample and data collection

The study sample consists of the frontline staff that work at the Beijing Petroleum

Branch of Sinopec Sales Co., Ltd. The Sinopec Group ranked second in the Fortune

Global 500 list in 2019, with its oil business being one of its main revenue channels.

The Beijing Petroleum Branch is one of Sinopec’s large-scale sales companies. Beijing

Petroleum Corp. is the main supply channel for refined oil products in China’s capital.

The gas station employees receive a joint payment after a salary assessment. The highly

repetitive work, standardized division of labor, and mundane quantitative evaluation

methods increase the employees’ stress and burnout levels. In addition, the job entails

high work intensity, low salary, low occupational identity, diverse interests, and a mar-

ginal sense of loyalty to the enterprise. As a state-owned enterprise, Beijing Petroleum

Corp. also attaches importance to POS through caring for its employees and meeting

their needs.

In summary, the research subjects typified those working in state-owned, large-scale,

and sales-oriented enterprises. The sample consisted of frontline employees—which in-

cluded gas station attendants, bookkeepers, and salespeople––who provide retail and

wholesale services for both oil and non-oil products. In addition, the company also at-

taches importance to organizing activities to enhance the staff’s POS. To ensure that

the survey data reflected the employees’ intended meanings as accurately as possible,

the survey was conducted onsite using paper questionnaires. From February to June of

2016, a total of 500 questionnaires were distributed and 499 questionnaires were

returned, representing a 99.8% recovery rate. After eliminating the outliers and the

questionnaires with missing values, 421 valid questionnaires remained, representing an

effective response rate of 84.4%. Table 1 summarizes the respondents’ basic informa-

tion, which includes gender, education, position, and length of service period.

Of the 421 respondents, 245 were men and 176 were women. Among the em-

ployees surveyed, 296 were gas station attendants, 65 were salespeople, 26 were

bookkeepers, 29 were gas station chiefs, and 5 were managers. Thirty respondents

had at most a junior school level education, 273 had a high school or secondary

school education, 90 had a college or higher vocational education, and 28 had at

least an undergraduate level. Our analysis of the aforementioned statistical results

revealed the following:

(1) Men accounted for 58.19% of the total sample, which was in line with our general

perception that men account for a large proportion of gas station frontline staff.
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(2) Gas station attendants, salespeople, and bookkeepers accounted for a relatively

large proportion of the sample, with gas station attendants representing the highest

proportion (70.31%). This finding is in line with our research purpose.

(3) More than 90% of the employees had an education level that was lower or

commensurate to college education/higher vocational education. Most employees

had a high school or secondary school education. This finding indicated that the

level of education of frontline employees is generally not high.

(4) The respondents were concentrated in the 20–50 age range. Our data covered all

age groups, which ensures the applicability of the results.

Measures

We measured all of the multi-item variables using a five-point Likert scale, in which 1

represents complete inconsistency and 5 represents full compliance.1

Job resources

Job resources refer to the physical, psychological, social, or organizational aspects of a

job that could facilitate the achievement of a job goal, reduce the physiological and psy-

chological costs of a job requirement, or promote personal growth and development.

Organizational resources include resources that promote a sense of work control, the

achievement of potential qualifications, participation in decision making, and diversifi-

cation. Meanwhile, social resources refer to support from colleagues, family members,

and peers. The measurement of job resources includes four dimensions: training, re-

wards, regulatory support, and service technical support. A five-point Likert scale was

designed for the burnout questionnaire which consisted of 15 questions. The four

Table 1 Summary of basic statistical attributes of the sample (N = 421)

Attributes Number Proportion

Gender Male 245 58.19%

Female 176 41.81%

Education Junior school and below 30 7.13%

High school and secondary school 273 64.85%

College and higher vocational school 90 21.38%

Bachelor’s degree or above 28 6.65%

Position Gas station attendant 296 70.31%

Salesperson 65 15.44%

Bookkeeper 26 6.18%

Station chief 29 6.89%

Manager 5 1.19%

Period Less than 1 year 84 19.95%

1–2 years 78 18.53%

2–3 years 70 16.63%

3–5 years 71 16.86%

5–10 years 65 15.44%

More than 10 years 53 12.59%

1Detailed introduction of the questionnaire is available upon request.
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questions that measured the training dimension drew from work by Rogg et al. (2001).

The three questions that measured rewards were borrowed from Johnson (1996). Add-

itionally, the four questions that measured regulatory support were selected from the

study by Bell et al. (2004). Lastly, the four questions that measured the service technical

support were selected from studies by Johnson (1996) and Lytle et al. (1998).

Burnout

Maslach and Jackson (1981) divided burnout into three dimensions: emotional exhaus-

tion, personality disintegration, and reduced personal accomplishment. Based on the di-

mensions of emotional exhaustion and personality disintegration, we designed a five-

point Likert scale containing six questions to assess these two dimensions. These six

questions were selected from the burnout scale by Maslach and Jackson (1981).

POS

Based on the literature, this study defined POS as employees’ feeling that their

organization attaches importance to their job contributions and interests, specifically

through supporting their work, identifying their values, and demonstrating concern for

their interests. The POS section of the survey questionnaire had a total of six questions

which were drawn from the POS measurement tools developed by Eisenberger et al.

(1986), and from the research by domestic scholars (Ling et al. 2006) on how to in-

crease support through supportive Party and League practices. A five-point Likert scale

was designed for three dimensions related to POS: work support, value identification,

and concern for interests.

Turnover intention

The turnover intention section of the survey questionnaire consisted of four questions

which were selected from literature by Babin and Boles (1998), Boshoff and Allen

(2000) and Singh et al. (1996). A five-point Likert scale design based on the study of

employee absenteeism by Avey et al. (2006) was also used.

Control variables

This study controlled for the following variables: gender (dummy variable: male and fe-

male), age, education (junior school and below; high school and secondary school; col-

lege and higher vocational schools; bachelor’s degree or above), and the length of

service period (less than 1 year; 1–2 years; 2–3 years; 3–5 years; 5–10 years, and more

than 10 years).

Common method variance

When designing the questionnaire, the dependent and independent variables were sep-

arated, and items within each set were intermixed in an effort to reduce single-source

method bias (Podsakoff et al. 2003). Prior to administration in the field, the question-

naire was pre-tested with a pilot sample of ten employees, and no changes in the word-

ing of the questions were deemed necessary. The measures of all the perceptual study

variables were subjected to an exploratory factor analysis (principal components) with

oblique rotation, which suggested that common method bias was not a problem
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(Podsakoff et al. 2003). The measures were also subjected to confirmatory factor ana-

lysis and further examined for potential common method variance using Harman’s

one-factor test (McFarlin and Sweeney 1992). Average item scores were computed for

each scale to create composite indicators of the various constructs in the model.

Results
Construct reliability

Reliability mainly reflects the stability and consistency of the results when the question-

naire items are repeatedly measured. In empirical research, the most common analysis

method for Likert-scale questions is Cronbach’s α analysis. The reliability of our survey

questions ranged from 0.81 to 0.93, all of which surpassed the 0.70 benchmark sug-

gested by Nunnally (1978). The results are shown in Table 2.

Construct validity

Validity refers to the degree to which a measurement tool or instrument can accurately

measure what needs to be measured. There are three types of validity: content validity,

criterion validity, and structural validity. Content validity refers to the applicability of

the test questions to the sampling of relevant content, that is, the ability of question-

naire to effectively measure the concerned indicators. Most of the questions in this

study are based on the results of previous research. Thus, the content validity is satis-

factory. Meanwhile, criterion validity refers to whether the data obtained from the scale

is meaningful in comparison to the values of other criterion variables. As it is difficult

to choose an appropriate criterion in practical research, this study conducted a struc-

tural validity analysis. Structural validity refers to the degree of correspondence be-

tween the structure and the measured values as reflected in the measurement results.

Table 3 shows that the Kaiser–Meyer–Olkin (KMO) value of job resources is higher

than 0.9 and that the KMO values of POS, burnout, and turnover intention are higher

than 0.8. The effect of Bartlett’s sphericity test was thus significant.

To confirm the discriminant validity of the constructs, we conducted a confirmatory

factor analysis. As can be observed in Table 4, all the factors passed the test.

Table 2 Reliability test results

Cronbach’s α Number of items

Job resources (JR) 0.8063 15

Perceived organizational support (POS) 0.8104 6

Burnout (BO) 0.8799 6

Turnover intention (TI) 0.9310 4

Table 3 Validity analysis results

KMO value Bartlett’s sphericity test

Job resources (JR) 0.9015 0.000

Perceived organizational support (POS) 0.8931 0.000

Burnout (BO) 0.8032 0.000

Turnover intention (TI) 0.8579 0.000
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Correlations

For an overall understanding of the sample, we first carried out a correlation analysis of

the sample data. Table 5 shows the correlation among the variables. According to the

correlation coefficient matrix, there is a significant correlation between the main vari-

ables, which provides a good foundation for further analysis.

Hypothesis testing

The mediating effect is an important phenomenon in the study of the relationships be-

tween variables. In our study, burnout is hypothesized as mediating the relationship be-

tween POS and turnover intention.

Mediating effects

The results of the mediation effect are displayed in Table 6. Model 1 represents the first

step of the mediation effect: the relationship between POS and turnover intention (β =

− 0.327, p < 0.001). Model 2 illustrates the effect of POS on burnout, which is negatively

significant (β = − 0.322, p < 0.001). Model 3 shows the third step of the mediation effect.

After adding burnout as an independent variable, the relationship between POS and

turnover intention significantly decreased (β = − 0.161, p < 0.01). Meanwhile, the rela-

tionship between burnout and turnover intention is positive and significant (β = 0.515,

p < 0.001). All steps were satisfied.

The control variables did not affect the hypothesized relationships, but they showed a

significant influence on some model constructs. When considering gender, the results

show that burnout is significantly higher in men than in women, which is consistent

with our initial deduction. Males may experience greater stress and higher burnout

rates due to the nature of their social relationships.

Upon utilizing the bootstrap sampling method to study the mediating effect, the

emergent sampling number was 5000. The results in Table 7 show that for the

Table 4 Confirmatory factor analysis

Variable χ2 df χ2/df GFI RMSEA

Benchmark – – < 3 > 0.9 < 0.10

Result 384.959 210 1.833 0.926 0.044

Variable AGFI IFI RMR CFI NFI

Benchmark > 0.9 > 0.9 < 0.05 > 0.9 > 0.9

Result 0.903 0.975 0.048 0.975 0.946

Table 5 Correlation matrix

TI BO POS JR

Mean 2.667 3.303 3.761 3.856

S.D. 1.139 1.07 0.857 0.71

TI 1

BO 0.539** 1

POS − 0.262** − 0.272** 1

JR −0.159** − 0.191** 0.598** 1

Notes. N = 421, *p < 0.05, **p < 0.01 (two-tailed tests); TI Turnover intention, BO Burnout, POS Perceived organizational
support, JR Job resources
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mediating effect of POS on turnover intention, the 95% interval does not include the

number 0 (95%CI = [− 0.237, − 0.102]). Therefore, it shows that burnout has a mediat-

ing effect when POS interacts with turnover intention. POS will first affect burnout,

and then turnover intention through burnout. This finding supports Hypothesis 1.

We found that POS significantly and negatively impacts burnout and turnover

intention, consistent with traditional ideas. The result shows that burnout among front-

line employees is negatively affected by POS. Thus, employees’ POS can effectively re-

duce their turnover intention.

Moderating effects

To test the moderating effect, we set model regression as the main method of interpret-

ation. In this study, we hypothesized that job resources would moderate the impact of

POS on burnout—backed by the belief that job resources can reduce the impact of

POS on employees. To examine this effect, we added interaction items to the model

and analyzed the interaction term to assess the moderating effect.

The moderating effects were divided into three models. Model 1 included four con-

trol variables (gender, age, period, and education) and the independent variable (POS);

Model 2 added the moderator variable (job resources) to the basis of Model 1, and

Model 3 added the product term of the independent variable and the moderator vari-

able to the basis of Model 2.

Table 6 Results of mediating effects

Turnover intention Burnout Turnover intention

Model 1 Model 2 Model 3

Constant 3.444 (11.16***) 3.674 (12.63***) 1.552 (4.88***)

Gender −0.414 (−3.77***) − 0.381 (− 3.68***) −0.218 (− 2.23*)

Age − 0.014 (− 1.63) −0.012 (− 1.51) −0.008 (− 1.03)

Period 0.011 (0.29) 0.055 (1.55) −0.017 (− 0.53)

Education −0.091 (−1.12) −0.006(− 0.08) −0.087 (− 1.23)

POS − 0.327 (− 5.32***) −0.322 (− 5.55***) −0.161 (− 2.89**)

BO 0.515 (11.3***)

R2 0.116 0.11 0.3241

Adjusted R2 0.105 0.099 0.3143

F test F(5,415) = 10.85
p = 0.000***

F(5,415) = 10.26
p = 0.000***

F(6,414) = 33.09
p = 0.000***

Notes. N = 421, *p < 0.05, **p < 0.01, ***p < 0.001 (two-tailed tests); BO Burnout, POS Perceived organizational support

Table 7 Results of mediation effect using bootstrapping method

Effect Estimate SE t P LLCI ULCI

Direct effect POS⇒ TI −0.161 0.056 −2.892 0.004 −0.271 −0.052

Indirect effect process POS⇒ BO −0.322 0.058 −5.547 0 −0.436 − 0.208

BO⇒TI 0.515 0.046 11.3 0 0.426 0.604

Total effect POS⇒ TI −0.327 0.062 −5.316 0 −0.448 −0.207

Effect Estimate Boot SE BootLLCI BootULCI Z p

POS⇒ BO⇒TI −0.166 0.034 −0.237 − 0.102 −4.915 0

Notes. Results are based on 5000 bootstrap samples. LLCI, ULCI, BootLLCI, and ULCI are 95% confidence intervals; TI
Turnover intention, BO Burnout, POS Perceived organizational support
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For Model 1, the purpose was to study the effect of the independent variable (POS)

on the dependent variable (burnout), without considering the interference of the mod-

erating variable (job resources). Table 8 shows that the independent variable (POS) is

significant (t = − 5.547, p = 0.000 < 0.05), meaning that POS has a significant impact on

burnout.

The moderating effects can be viewed in two ways. The first is to observe the change

in the significance of the F-value from Model 2 to Model 3. The second is to observe

the significance of the interaction items in Model 3. Table 8 shows that the interaction

between POS and job resources was not significant (t = − 0.201, n.s). This means that

when POS affects burnout, the moderating variable (job resources) does not intervene,

keeping the influence range of POS consistent.

These results are contrary to our hypothesis. At first, we thought that POS would be

moderated or even replaced by job resources. However, in the Chinese context, Party

and League supportive practices––a special type of POS––could not be replaced by

other job resources.

Frontline employees exhibited lower burnout when POS was high, regardless of the

level of job resources by enterprises. Simultaneously, burnout affected employees’ turn-

over intention through an intermediary role. Therefore, improving organizational sup-

port can further reduce employees’ job burnout and turnover intention.

Discussion
Conclusion

Using the data from 421 frontline gas station employees, this study analyzed the rela-

tionship between POS, job resources, burnout, and turnover intention, utilizing theoret-

ical and empirical perspectives. We constructed research models and a research

framework, developed hypotheses, obtained data through survey questionnaires, and

conducted descriptive and regression analyses. Finally, we derived the following

conclusions.

Table 8 Results of moderating effects

BO BO BO

Model 1 Model 2 Model 3

Constant 3.674 (12.63***) 3.674 (12.62***) 3.680 (12.56***)

Gender −0.381 (−3.68***) − 0.385 (− 3.71***) −0.387 (− 3.70***)

Age − 0.012 (− 1.51) −0.012 (− 1.42) −0.012 (− 1.42)

Period 0.055 (1.55) 0.051 (1.42) 0.051 (1.42)

Education −0.006 (− 0.08) −0.009 (− 0.11) −0.009 (− 0.11)

POS − 0.322 (− 5.55***) −0.289 (− 3.98**) −0.291 (− 3.96***)

JR −0.066 (− 0.73) −0.067 (− 0.74)

POS×JR −0.013 (− 0.201)

R2 0.11 0.111 0.111

Adjusted R2 0.099 0.098 0.096

F test F(5,415) = 10.26
p = 0.000***

F(6,414) = 8.63
p = 0.000***

F(7,413) = 7.38
p = 0.000***

Notes. N = 421, *p < 0.05, **p < 0.01, ***p < 0.001 (two-tailed tests); BO Burnout, POS Perceived organizational support, JR
Job resources
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POS plays a key role in improving work performance and reducing job burnout and

employee turnover. Employees feel that greater organizational support reduces the

negative impact of burnout and turnover intention. Thus, enterprises should provide

appropriate organizational support in order to decrease the likelihood of burnout and

turnover. This includes expressing their condolences, providing bonuses during holi-

days, organizing group outings, arranging for group entertainment, and so on.

We examined the mediating effects of burnout on POS and turnover intention. When

enterprises provide more organizational support, it reduces their employees’ job burn-

out and turnover intention. Therefore, enterprises should pay attention to their em-

ployees’ job burnout. Organizational support should be implemented at the right time

to effectively increase POS and consequently reduce burnout, turnover intention, and

work pressure.

Bakker et al. (2004) found that job resources and demands insignificantly moderate

burnout. In contrast, Zellars and Perrewé (2001) found that certain types of social sup-

port facilitate the elimination of burnout, while other types are likely to cause it. This

study revealed that POS is not moderated by job resources due to the mediating effect

of job burnout on turnover intention. Regardless of the degree of support offered by

job resources, the direct effect of POS is still strong. Therefore, while improving job re-

sources can often directly reduce employees’ burnout and turnover intention, fostering

their POS can reduce their feelings of exhaustion. This reduces their turnover intention

more effectively.

Theoretical contributions

This study makes significant theoretical and substantive contributions to research on

frontline retail employees in two fundamental ways. First, it provides a new perspective

on the impact of POS on burnout and turnover intention. Second, it reveals that the

moderating effect of job resources is not significant. Job resources cannot play a moder-

ating role in the relationship between POS and job burnout or turnover intention. This

substantiates the necessity of Party and League supportive practices as a form of POS.

In addition, we verified the correlation between POS and the traditional theory of job

burnout and turnover, thus enriching previous research. The mediation model demon-

strates the effect of POS on turnover intention, which not only explicates the role of

this support, but also elucidates the circumstances in which POS plays an even greater

role.

Practical implications

Frontline employees act as a liaison between a company and its customers. They are

the agents who directly establish the enterprise’s image in customers’ mind. Therefore,

their work performance and service quality are of vital importance to the enterprise. In

addition, the productivity of the service industry is directly related to the performance

of frontline employees, while work stress and burnout often degrade this performance.

Therefore, reducing burnout is an important issue for enterprises. This study reveals

that companies can reduce their employees’ burnout and turnover intention and

optimize their performance and service quality by providing sufficient POS.
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Burnout is a problem not only within enterprises but also for the government, as

burnout has become a social phenomenon that has attracted considerable attention. In

addition to affecting people’s health and an enterprise’s goals, service quality, and prod-

uctivity, excessive work pressure also threatens social stability. Thus, relevant govern-

mental departments should adopt measures to protect employees’ rights, interests, and

physical and mental health; enhance social harmony; and guarantee the sustainable de-

velopment of the service industry.

Limitations and future research directions

The study sample consisted of gas station frontline staff who worked in a distinct envir-

onment. It is not certain whether the study’s conclusions can be extended to other in-

dustries and positions, because we were unable to find relevant data regarding frontline

employees in other industries or enterprises. Furthermore, this study tested the model

through the employees of a state-owned company. Whether or not the findings are

generalizable enough for applying to mixed-ownership firms or private firms requires

further research.

In addition, this study only attended to POS as a factor that influences burnout and

turnover, excluding the examination of other potential factors such as psychological

capital and employee characteristics. Individual psychological values can influence em-

ployees’ evaluation of resources, which consequently influence their response to

stressors (Lamm et al. 2015; Morelli and Cunningham 2012). People with more psycho-

logical capital are better equipped to manage stress (Hobfoll 2001). Thus, future studies

should introduce other variables exploring these factors in order to enrich this research

and yield better recommendations for enterprises and governments.
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