
 

 

 
 
 

 

Identifying the factors that trigger banking 
employees to switch banks as employers  

 

 

 

 

 

Oona Niemenpää 

 

 

 

 

 

 

 

 

Department of Marketing 

Hanken School of Economics 

Helsinki 

2022 



i 

 

 

HANKEN SCHOOL OF ECONOMICS 

Department of:  
Marketing 
 

Type of work: 
Master’s Thesis  
 

Author:  
Oona Niemenpää 
  

Date:  
16 July 2022 

Title of thesis: 
Identifying the factors that trigger banking employees to switch banks as employers  

 
Abstract:  
 
Current employees are a critical asset for organizations including banks, however, there 
are plenty of opportunities for talented employees and they can switch elsewhere at any 
time. In today’s turbulent business environment, keeping the current employees can 
provide a key competitive advantage and help in avoiding additional recruitment costs.  
 
This thesis explores the phenomenon of banking employees switching banks as 
employers, and it is conducted from the employee perspective. The study aims to 
identify the reasons that explain why banking employees switch banks as employers, as 
well as to characterize the concept of switching employers within an industry.  
 
There is previous research explaining why employees quit their jobs, however, the 
concept of switching and the reasons why employees switch within an industry, are to a 
large extent missing from the literature. Moreover, a lot of previous research focuses on 
recruiting and attracting talent, instead of keeping the current employees.   
 
In this study, a qualitative research method is used, and qualitative interviews were 
conducted with eight respondents, who are employed by a bank and who have switched 
there from another bank. After the empirical data was collected, it was analyzed and 
interpreted based on the qualitative approach. 
 
The empirical data shows that the reasons causing banking employees to switch banks 
as employers are the lack of or inadequate career development possibilities, salary 
related matters, organizational changes and the nature of the job, social relations, and 
leadership as well as external reasons. The findings show that there are usually several 
reasons simultaneously impacting on the employees’ decision to switch, and several 
forces driving switching. Based on this study, the concept of switching can be 
characterized as a process and decision, that in most cases, needs some significant 
reason that triggers employees to switch.  
 

Keywords: employee switching behavior, banking industry, psychological contract 
violation, disengagement, organizational commitment, employer branding, job 
embeddedness  
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1 INTRODUCTION 

For every organization, its people are the greatest asset and a core principle (Staniec & 

Kalińska-Kula, 2021). However, meeting the demands of talent has become one of the 

biggest challenges for organizations (Chhabra & Sharma, 2014). One reason for it is the 

turbulent business environment (Staniec & Kalińska-Kula, 2021), which has been described 

as technology driven, quickly changing, and boundaryless (Chhabra & Sharma, 2014). 

When organizations are facing increasing competition, attracting and retaining a talented 

workforce is a key strategic priority (Maheshwari, Gunesh, Lodorfos & Konstantopoulou, 

2017). There are plenty of opportunities for talented people, which has made switching 

between organizations very common (Sahi & Mahajan, 2014). Correspondingly, employee 

turnover is resulting in major costs for organizations and the shortage of talent has been 

defined as a threat to business success (Maheshwari et al., 2017). Current employees are 

also becoming more concerned about their employer’s brand, due to the increasing use of 

social media and employer ranking websites (Tanwar & Prasad, 2017).  

In Harvard Business Review, Knight (2015) explains that due to business globalization, 

demographic trends, and poor internal leadership practices, employers have to more often 

face situations in which employees leave to competitors. In Finland, Helsingin Sanomat 

(2022) presented the results of a survey conducted by the Confederation of Finnish 

Industries. The results show that Finnish employees are currently switching jobs 

exceptionally often and companies find the loss of current employees as the reason for 

recruitment needs. Nearly a thousand companies participated in the survey and over 80% 

of them considered losing current employees as the reason why they need to recruit new 

ones (Liiten, 2022).  

Human assets are a critical basis for organizations’ competitive advantage in many 

industries, however, the basis can be shallow since employees can quit and leave elsewhere 

at any time (Coff, 1997; Tan & Rider, 2017). If employees get unmotivated, dissatisfied, or 

unpaid, the employer can lose its most critical assets (Coff, 1997). When talented employees 

leave, organizations have to endure the additional costs of recruiting and training new 

employees. According to Somaya and Williamson (2008b), these administrative costs 

related to recruitment and training can be up to 100% or 150% of an employee’s salary. 

Specifically, losing employees to competitors can worsen service quality, result in loss of 

client business, increase firm failure risks, and worsen an organization's external image 

(Tan & Rider, 2017).  



 

 

2 

The business environment that banks are facing is complex and continuously evolving. It 

has faced many disruptions such as the uncertainty resulting from unexpected global 

political results (Price, 2017), and most recently the global pandemic Covid-19. Price (2017) 

explains why traditional financial service organizations have it hard to attract and retain 

talent. A few reasons for it, are the digitalization of banking services and consequently, the 

rise of smaller fintech players that quickly adapt to technological changes in the market 

(Price, 2017). Moreover, KPMG (2020) highlights that an aligned and empowered 

workforce as one strategic key theme is needed for banks to respond to rapid changes in the 

industry. Also, Yousf and Khurshid (2021) emphasize that since banks must endure 

economic volatility and customer dissatisfaction, the need for committed bank employees 

is high.  

1.1 Research problem 

Regardless of the global talent shortage and the fact that organizations need to implement 

strategies to retain employees (Theurer, Tumasjan, Welpe, & Lievens, 2018), the impact of 

concepts like employer branding on the existing workforce is under-researched (Yousf & 

Khurshid, 2021). Yet, keeping knowledgeable people is even more important than hiring 

them (Sahi & Mahajan, 2014).  

Concepts like employer branding have been studied before, however, much of the previous 

research focuses on recruiting and attracting talent, instead of keeping the current 

employees (Maurya & Agarwal, 2018; Tanwar & Prasad, 2016). Current employees have a 

critical role in organizational success, yet employees’ experiences and perceptions are 

missing from the earlier research (Maurya & Agarwal, 2018). To the author’s knowledge, 

the literature on employee turnover mostly focuses on losing employees or the reasons why 

employees quit, however, the perspective of employees switching employers within an 

industry is missing. Correspondingly, previous research has ignored the consequences of 

losing employees, particularly to competitors. This aspect should be differentiated from 

generally losing employees (Somaya, Williamson & Lorinkova, 2008a). As Tanwar and 

Prasad (2016) emphasize, losing a workforce to a competitor can result in severe 

happenings such as demoralization of the existing workforce, decreased productivity, and 

losing human capital. Existing employees also have the power to spread word-of-mouth 

about their employer, either positive or negative, which affects how the organization is seen 

publicly (Dabirian, Kietzmann & Diba, 2017). 

Regardless of the many internal relationships within a firm, the one between employees and 

the firm itself is seen as the most important one (Herington, Johnson & Scott, 2009). 

Liljander (2000) also emphasizes the importance of employees acting as an internal market 
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of the company. Banking services are relatively homogenous, increasing the importance of 

employees in creating a competitive advantage since employee resources cannot be copied 

by other banks (Mainardes, Rodrigues & Teixera, 2019). In addition to employees’ skills, 

knowledge, and work practices that transfer with them to the new employer, the former firm 

loses its core resources which are human capital and customer networks (Somaya et al., 

2008a). Prior research shows that internal relationships and tacit knowledge can be 

disturbed when current employees leave, and therefore result in decreased performance 

and productivity (Somaya et al., 2008a). Moreover, many studies show that employees 

quitting is a sign of dissatisfaction regarding salary, career development opportunities, 

managers, colleagues, work tasks, and culture (Tan & Rider, 2017), which can worsen the 

reputation.  

In the banking industry, the financial services and products offered to customers are almost 

homogenous (Papasolomou & Vrontis, 2006; Thaichon, Quach, Bavalur & Nair, 2017), 

however the same applies to work tasks and positions offered to employees. Therefore, it is 

relatively easy to switch banks as employers due to the similarity of banks. Employees can 

find more or less the same position and work tasks from another bank since usually there 

are somewhat same units and operations. If another bank can provide better benefits, and 

salary or has a better reputation, it can be easy to switch while keeping the same position or 

moving up in the career. When the tasks provided to employees are relatively similar, 

employer branding can be a tool for differentiation in the labour market. As Maheshwari et 

al. (2017) emphasize that like other sectors, also the banking sector needs talent that 

maintains its core purpose, which is to design, develop and deliver high-quality customer 

service. Yet, it has been found that poor talent relationship management was one core issue 

leading to Global Financial Crisis in 2008 (Maheshwari et al., 2017).  The work environment 

in the banking context globally is highly stressed and banks must compete for talented 

employees, as the employee demand increases in other sectors (Yousf & Khurshid, 2021). 

Therefore, the banking context is a relevant choice of industry for this study.   

Previous research shows that companies that perceive their employees as first customers 

have more satisfied external customers since the employees are committed to delivering 

better service (Chhabra & Sharma, 2014). Especially during economic uncertainty or 

customer dissatisfaction, banking employees have to be committed to the employer since it 

impacts their brand adoption and behavior that supports the brand (Wallace et al., 2013). 

To conclude, in the service sector employees influence customers' perceptions of the 

organization through their service delivery (Bravo, Matute & Pina, 2015). Many banking 

jobs involve customer service, meaning that the current workforce has a significant role in 
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service delivery. In a conclusion, studying the factors that trigger employees to switch banks 

as employers is academically relevant.  

1.2 Aim of the study  

This study aims to identify and examine the factors that trigger and result in banking 

employees switching banks as employers. Moreover, the aim is to be able to characterize the 

concept of switching, since it is to a large extent neglected in the current literature. 

Therefore, the following research questions have been formulated: 

RQ 1: What are the switching factors that explain why banking employees switch banks 

as employers?  

RQ 2: How can the concept of employees switching employers within an industry be 

characterized? 

1.3 Delimitations  

The concept of employees switching employers can be examined from several perspectives 

such as the management’s, however, this study only takes into account the employee 

perspective. Therefore, only banking employees are included as interview respondents, and 

no representatives from the banks’ side are interviewed. For the same reason, real-life data 

such as general switching rates in the banking industry are not included. The study is 

limited to the perspectives of current employees’ who have switched banks as employers, 

and therefore hypothetical reasons to switch are excluded. The chosen industry is banking 

alone, meaning that the results might not apply to other industries. All the banks included 

in the study operate in Finland, but part of them operate internationally in addition to the 

domestic market. The author did not have any criteria for the banks, that the respondents 

have worked for or are currently working for. This allows a large variety in what types of 

banks ae included, even though they are kept anonymous. The locations of the respondents 

and their employers are limited to Finland, but not to any specific area of the country. 

Therefore, the results might not be applicable for banking employees working in other 

countries.  

Due to the limited time frame and resources, there is a relatively small sample used, which 

results in the lack of generalizability. Furthermore, the majority of the respondents 

interviewed are females, and only one of them is male which was not the author’s purpose. 

As mentioned, there was a limited time frame and resources, which did not allow to search 

for more respondents. Therefore, the results of the study might lack applicability for male 

employees. The banking industry includes a large variety of positions, work tasks, and units, 
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however, the sample of this study includes only a part of the possible banking jobs. 

Moreover, the study is conducted in Finland and includes only Finnish respondents living 

in Finland. Due to the author and all the respondents being Finnish, the interviews have 

been conducted in Finnish and the author translated them into English during the data 

analysis. The translation process can be seen as a limitation since some data can get lost 

during it and because different languages are used in data collection and data analysis.  

1.4 The structure of the thesis  

This thesis is divided into five main chapters, which are the introduction, literature review, 

methodology, empirical findings, and the final chapter called discussion and implications. 

All the chapters include subchapters to make the study as clear and logical as possible, and 

to help the reader to get a comprehensive understanding of each chapter. For the same 

reasons, tables and figures are used in illustrating the key concepts. References and 

appendices are presented at the end of the study.   

The first chapter is the introduction, which firstly presents the research topic and clarifies 

the addressed research problem by explaining what is known and unknown in current the 

literature. Also, the aim of the study and the research questions are presented in this 

chapter, and delimitations are addressed at the end of this chapter.  

The second chapter is the literature review, and the purpose of it is to introduce the existing 

literature on the research topic and to give a comprehensive overview of what has been 

studied before. At the end of the literature review, the theoretical framework of the study is 

illustrated, and it is based on the existing literature and acts as a guiding framework for 

conducting the empirical part of this thesis.  

The third chapter is the methodology, which presents the research design, and justifies the 

chosen research and sampling methods. A comprehensive interview guide is also included 

in the methodology. Additionally, the data collection and data analysis processes are 

discussed thoroughly. At the end of the chapter, the quality and ethics related concerns are 

addressed. 

The fourth chapter mostly consists of the empirical findings, which include the categories 

that are formed by the author based on the collected empirical data. However, to clarify the 

findings and their relation to theory, there is a separate subchapter called analysis of the 

empirical findings. The purpose of this subchapter is to connect the empirical findings with 

the theoretical framework of the study.  
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The fifth chapter is discussion and implications, and its purpose is to complete the thesis by 

presenting the concluding remarks, addressing the theoretical contributions and 

managerial implications, as well as introducing the future research suggestions. In the 

theoretical contributions, the key findings of this study are concluded and integrated into 

previous research. 
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2 LITERATURE REVIEW  

This chapter presents the existing literature that helps in building the theoretical framework 

for the concept of switching banks as employers. The theoretical framework is based on the 

literature review and it is presented in subchapter 2.5. To the author’s knowledge, there is 

a lack of research about the explaining factors on why employees switch employers within 

an industry, and therefore, relevant takeaways have been taken from closely related 

concepts. The concept of switching is studied by identifying the factors that trigger 

employees to quit, the factors that prevent employees from quitting, and customer 

switching behavior in the banking industry. There is a difference between quitting and 

switching, but quitting literature is included in the study because the reasons for switching 

are unknown. 

2.1 The phenomenon of switching  

In this first section, it is necessary to define and clarify the key focus of this study with the 

author’s own words before addressing the current literature. The purpose is to give a clear 

picture to the reader of what is being studied in the paper. This study explores the 

phenomenon of switching employers within an industry, in this case, the banking industry. 

Moreover, it builds a narrative for the concept of switching, which is lacking in the existing 

literature.  

The previous studies presented, explore employees quitting as well as the potential factors 

influencing employees’ decisions to stay or leave, instead of switching. All of them are 

separate concepts, however, switching is to a large extent missing from the existing 

literature, and therefore these closely related concepts are explored. More specifically, 

relevant parts to switching are taken from the existing concepts. It is important to 

differentiate the terms quitting and switching, thus quitting refers to employees quitting 

their current job, and examining the reasons for it. However, switching refers to employees 

switching employers within one industry, i.e. changing from one bank to another. There is 

a difference if an employee wants to start working in a different industry compared to 

remaining in the industry but specifically switching the employer. Hence, most likely there 

are different reasons for quitting with the current employer and switching one within an 

industry. Although the main focus of this study is not quitting, it is still a relevant concept 

in distinguishing the reasons to switch employers from the reasons to generally quitting 

one’s job. To clarify the focus of this study, the terms used are presented in the table below, 

and the main focus of this study is the actual switching in the banking industry.  
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Terminology   Explanation  

Quitting intention An employee is considering quitting at the 

current employer  

Actual quitting An employee is actually quitting at the 

current employer  

Switching intention  An employee is considering switching an 

employer within an industry 

Actual switching An employee is actually switching an 

employer within an industry 

Table 1 The terminology used in the study by the author  

2.2 Factors triggering employees to quit  

Due to the lack of research on employees switching banks as employers, the relevant 

literature on what triggers employees to quit their current jobs is examined in this 

subchapter. Identifying the reasons for quitting, helps in characterizing the switching 

factors and making the needed differentiation between quitting and switching.  

There are two main reasons why people quit their jobs, which are the perceived desirability 

of quitting at the current employer and the perceived ease of quitting. The former mainly 

considers job satisfaction and organizational commitment, and the latter one the quality of 

other job alternatives (Felps, Mitchell, Hekman, Lee, Holtom & Harman, 2009).  According 

to Sahi and Mahajan (2014), certain signs can predict an employee’s decision to quit, more 

than just salary. These are job satisfaction, organizational commitment, supervision, the 

nature of work, and relationships with others (Sahi & Mahajan, 2014). There are some 

predictors of the upcoming quitting and the intention to quit is one of them, which reflects 

the decisions and feelings the employee experiences before actually quitting. Intention to 

quit behavior is defined as the most important predictor, and it can be for example 

searching for a new job or going to a job interview (Yalabik, Popaitoon, Chowne & Rayton, 

2013). Although there are certain paths, that employees follow when deciding to quit, they 

still experience unique circumstances at the time of leaving. However, people who quit their 

jobs use at least one of the following generic processes, when deciding to quit (Maertz & 

Campion, 2004). The authors have defined them as the following:   

1) Impulsive quitting 

Employees quit due to inadequate attachment, and their motives for quitting are 

higher than their motives for staying.  
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2) Comparison quitting  

Employees quit due to favoring an alternative job higher compared to the current 

job.  

3) Preplanned quitting  

Employees have a defined plan to quit, which is made in advance. According to that 

plan, quitting happens immediately when a certain time comes or a certain event 

occurs.  

4) Conditional quitting  

Employees have an undefined plan to quit, according to which they quit if an 

uncertain event happens in the future.  

These processes explained above can be connected to certain motives with a cause-effect 

relation. For example, an employee’s attraction to an alternative job might cause a 

comparative process (Maertz & Campion, 2004). The authors emphasize that even though 

there is previous research about the antecedents of employees quitting, the significant 

motivations for why people quit having been neglected.  

Based on the commitment and quitting literature, Maertz and Campion (2004) presented 

eight motivational forces that represent why people stay or quit their jobs. These forces 

cause either attachment towards the current job and employer or withdrawal from them. 

The authors have defined them as the following: Affective forces refer to either positive or 

negative emotional responses to a job or organization, causing attachment or withdrawal. 

Contractual forces refer to employees’ willingness to either fulfill or violate the 

psychological contract with the employer, by staying or quitting. These forces can also refer 

to employees’ responses when they perceive that the employer violates the psychological 

contract between them. Constituent forces drive the commitment employees have towards 

the people at work such as colleagues and supervisors, by either maintaining or ending 

relationships with them. Alternative forces refer to the evaluations employees make about 

the alternative jobs available. Calculative forces are about evaluating the level of 

satisfaction resulting from the current job. A negative calculation causes intentions to leave. 

Normative forces are about staying or quitting based on external pressures like the 

expectations of others, such as family or friends. The desire to avoid potential costs of 

quitting is related to behavioral commitment towards the employer and driven by 

behavioral forces. When employees’ decision to stay or quit is based on moral or ethical 

norms or led by their internalized values, it is driven by moral forces (Maertz & Campion, 

2004).  These eight motivational forces and the psychological explanations of how they 
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influence employees’ decisions to stay or quit their current jobs, are illustrated and 

explained more in detail in Table 2.  

MOTIVATIONAL FORCE PSYCHOLOGICAL EXPLANATION 

Affective forces Employees’ positive emotions towards the 
current job or employer motivate staying and 
negative emotions motivate quitting 

Contractual forces Employees’ felt obligations towards the 
employer motivates staying, but if they 
perceive that the employer violates their 
psychological contract, it motivates to quit  

Constituent forces Employees’ level of attachment towards the 
people and groups at work, either motivate 
staying or quitting 

Alternative forces Available and good alternative jobs can 
attract employees, and result in withdrawal 
from the current job. In turn, non-existent or 
worse alternative jobs motivate staying 

Calculative forces Employees’ rational evaluation about the 
future value, that they calculate to get from 
the current employer, e.g. achieving career 
goals. If they evaluate such chances higher 
elsewhere, it motivates quitting 

Normative forces If employees’ feel like their family or friends 
expect them to stay or quit their current jobs, 
it can lead to attachment or withdrawal 
towards the current job  

Behavioral forces  Employees evaluate the costs of quitting like 
pension benefits, and low perceived costs 
can motivate quitting  

Moral forces Employees’ internalized value about quitting 
itself, defines their attitude towards quitting. 
They can either think that quitting is a sign 
of weakness or that changing jobs is seen as 
a positive thing for one’s career 

Table 2 Motivational forces driving quitting or staying based on Maertz and Campion (2004) 

2.2.1 Psychological contract violation  

Employee turnover is defined as the conscious and voluntary departure (Azeem, Bajwa, 

Shahzad & Aslam, 2020), and therefore a relevant field to examine in this study since there 

can be the same factors triggering employees to quit and switch. Correspondingly, existing 

research shows that something called the violation of psychological contract leads to high 
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employee turnover (Azeem et al., 2020). Therefore, this concept is used in building the 

narrative for the concept of employees switching employers within an industry.  

A psychological contract refers to an individual’s belief about mutual obligations between 

two parties, that person and for example an employer. In the employment context, it is 

based on the assumed promise made between the employee and the employer. In an 

employment relationship, the promise can refer to things like employment conditions or 

career opportunities, that employees assume getting in an exchange for their inputs 

(Morrison & Robinson, 1997; Rousseau & Tijoriwala, 1998).  Moreover, the psychological 

contract can include employees’ expectations of receiving socioemotional elements from the 

employer, like loyalty and support, in addition to monetary compensation (Morrison & 

Robinson, 1997).  

However, if this psychological contract is violated, it can result in negative employee 

behavior such as job-related frustration (Azeem et al., 2020), and decreased contributions 

or resignation (Morrison & Robinson, 1997). If employees perceive that their employers 

have failed in fulfilling the terms of their mutual psychological contract, it can be defined as 

a psychological contract violation (Morrison & Robinson, 1997). Correspondingly, the 

perceived violation can lead to disengagement and employees losing interest in work. In a 

conclusion, psychological contract violation leads to dissatisfaction, which triggers 

disengagement, which then increases intentions to quit (Azeem et al., 2020). The authors 

found that employees consider quitting when they perceive that their employers have 

broken their promises and ignored their well-being. Also, the authors concluded that the 

violation of psychological contract is a process, in which the first stage is job dissatisfaction, 

which results from broken promises and unmet expectations. The next phase is 

disengagement, which acts as a coping mechanism for employees. In this phase, employees 

withdraw from their current work and start to think about finding a better job (Azeem et al., 

2020). This process is visualized below in Figure 1.  
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Figure 1 The process of psychological contract violation based on Azeem et al., (2020)  

2.2.2 Disengagement at work  

Because work disengagement has been shown to increase intentions to quit (Azeem et al., 

2020), it is a relevant concept in defining the factors that trigger employees to not only quit 

their jobs but also to switch employers. The concept of disengagement at work is not 

received much attention in the existing literature, and it is not well defined (Azeem et al., 

2020; Wollard, 2011). However, it can be characterized as an internal process, in which 

disengaged employees withdraw from work, lack energy towards the work, and are 

uninvolved and careless about work tasks and people at work (Wollard, 2011). Kahn (1990, 

p. 701) defined disengagement at work as “the simultaneous withdrawal and defense of a 

person’s preferred self in behaviors that promote a lack of connections, physical, cognitive, 

and emotional absence, and passive, incomplete role performances”. Azeem et al. (2020) 

concluded that disengagement refers to employees’ physical, cognitive, and affective 

withdrawal from work. Employees’ self-withdrawal can result in robotic, apathetic, 

effortless, and detached behavior at work (Kahn, 1990).  

Previous research argues that mismatches between employees’ and employers’ expectations 

and experienced unfairness in work allocation or recognition act as significant predictors of 

disengagement (Azeem et al., 2020). This can be connected to the concept of psychological 

contract violation, which confirms the assumption that unmet expectations lead to 

1. Psychological 
contract 
violation

• Employees experience unmet expectations 
and broken promises related to e.g. 
support from employer, career 
opportunities or work conditions 

2. Job 
dissatisfaction

3. Disengagement

• A coping mechanism, in 
which employees 
withdraw from work and 
want to find a better job 

4. Quitting the 
current job
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disengagement and a higher possibility for employees to quit. Azeem et al. (2020) continue 

that employees who feel disengaged do not perceive their work as meaningful, and 

consequently do not want to invest in it. This in turn results in trying to find something 

better and thinking about quitting at the current employer. During work, disengaged 

employees more or less hide their thoughts, feelings, and values and lose their 

innovativeness (Kahn, 1990). The disengagement process can start from negative emotions 

such as stress, anger, frustration, or a careless attitude toward work, decreasing energy and 

motivation (Wollard, 2011). The last form of distancing or withdrawal is turnover, which is 

driven by feeling inadequate and feeling that it is simpler to quit than try to fix the ongoing 

situation at the current work. Consequently, the final phase of disengagement is resignation, 

since the employee is unable to feel competent at work or committed to the employer 

(Wollard, 2011).   

The existing literature on work and employee engagement shows that engaged employees 

are less likely to quit at their employer (Wollard, 2011; Yalabik et al., 2013), therefore it 

supports the assumption that disengagement increases the possibility to quit and switch 

employers. Employee engagement is defined as “a positive, fulfilling, work-related state of 

mind that is characterized by vigor, dedication, and absorption (Vermooten, Boonzaier & 

Kidd, 2019, p. 4). The study by Vermooten et al. (2019) focused on the financial services 

industry and found that employers in that sector should improve the meaningfulness of 

work since it increases engagement, which then decreases the intention to quit. Engaged 

employees stay with the company for a long-time (Biswas & Suar, 2016), and are less likely 

to search for alternative employment possibilities (Vermooten et al., 2019). The positive 

emotions related to employee engagement, in turn, increase commitment and prevent the 

development of intentions to quit (Vermooten et al., 2019). All these consequences of 

engagement reinforce the conclusion that disengagement acts as an antithesis and increases 

the intentions to quit, decreases commitment, and makes the employee more likely to look 

for alternative jobs.  

2.2.3 The impact of social relationships and leadership on quitting   

Even though extant research is focusing on the phenomenon of quitting on the individual 

level, and quitting is perceived as an individual decision process, social relations need to be 

considered as well (Felps et al., 2009). Oh and Chhinzer (2021) recognize the need for 

further research on how social relationships influence employees’ decisions to quit. 

According to Dabirian et al. (2017), the collective opinions at the workplace affect loyalty, 

engagement, and retention of current employees.  
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When colleagues behave in ways that predict quitting, others might also start to think about 

it, and the intention to quit can spread like a social contagion process (Felps et al., 2009). 

The authors explained the contagion process with people’s need to compare themselves with 

others and the tendency to behave similarly to others. This means that when colleagues are 

looking for alternative jobs, it increases the chances of others doing the same. Their study 

found that coworkers’ attitudes and behaviors such as job search do have a relatively large 

impact on individual turnover decisions. When employees quit at their current employer, 

the remaining ones can start reevaluating the possibility of quitting and searching for an 

alternative job (Oh & Chinnzer, 2021). Quitting might become a norm in the organization, 

and the departure of colleagues makes employees strengthen their negative perceptions of 

the employer and reinforce their exit plans (Oh & Chinnzer, 2021). Yadav, Kumar, and 

Mishra (2020) also highlight that high turnover can result in spreading pessimism in the 

workplace. The findings of Oh and Chinnzer (2021) provide further evidence that the 

employees’ turnover process does not happen in a vacuum and should not be defined as a 

purely individual decision.  

Only a few earlier studies have acknowledged the impact of leadership on employees’ 

voluntary departure. However, employees who quit, often identify poor leadership as a 

significant reason for quitting (Oh & Chhinzer, 2021). Biswas and Suar (2016) emphasize 

the importance of leaders and their leadership in keeping employees, since generally 

employees want to work for employers that provide trusted, caring, and result-oriented 

leaders. 

2.3 Factors that prevent employees from quitting 

This subchapter mostly explains the reasons why employees stay at their current jobs, but 

they help in identifying the opposites of staying, which possibly trigger switching. 

Examining the concepts that explain why employees stay, helps in concluding if the lack of 

employer branding, job embeddedness, or organizational commitment can impact 

switching.  

2.3.1 The impact of employer branding on quitting  

Employer branding (EB) aims to produce loyal employees (Tanwar & Prasad, 2016) and it 

originally emerged in the 1990s by Ambler and Barrow (Maheshwari et al., 2017; Staniec & 

Kalïnska-Kula, 2021; Tanwar & Prasad, 2016). EB is defined as the “package of functional, 

economic, and psychological benefits provided by employment and identified with the 

employing company” (Backhaus & Tikoo, 2004, p. 502). Amongst other things, EB can 

bring a competitive edge in retaining employees (Chabbra & Sharma, 2014), since earlier 
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studies have identified it as a retention management technique (Tanwar & Prasad, 2016). 

The unstable employment paths and the need for retention strategies in the work 

environment have made employer branding more critical (Yousf & Khurshid, 2021). EB 

consists of tangible and intangible benefits offered to current employees (Bussin & Mouton, 

2019) and it aims to build a committed relationship with the current employees (Staniec & 

Kalińska-Kula, 2021). Hence, poor employer branding or the lack of it can increase 

employees’ intentions to switch employers and decrease their level of commitment at work.  

A part of employer branding is internal branding, which aims for a workforce committed to 

the organization’s values and goals (Backhaus & Tikoo, 2004). One of its important 

consequences is to increase employee commitment, which should then lower the intention 

to quit (Caruana & Calleya, 1998). Prior research shows that internal branding has a 

significant positive impact on employees’ commitment. Moreover, employees who 

experience a strong identification with the organization and have low intention to quit, have 

a good image of the employer (Bailey, Albassami & Al-Meshal, 2016). Therefore, it can be 

concluded that poor or non-existent internal branding most likely triggers employees to 

quit. The objective of internal branding aimed at current employees is to fulfil their 

expectations of employment and to create a certain workplace culture (Maurya & Agarwal, 

2018). Organizational culture can be seen in the way people behave at the workplace and it 

influences the employer's brand loyalty (Chhabra & Sharma, 2014). Employer brand loyalty 

in turn helps in shaping the relationship between the employee and the employer, from 

employment contract to psychological contract. This improves the level and duration of 

commitment that employees have, even though there were reasons to explore other job 

opportunities (Chhabra & Sharma, 2014).  

With the internal employer branding activities, the employer provides the current 

employees with the ability to self-define, develop their competence, and motivate 

themselves for more efficient work (Staniec & Kalińska-Kula, 2021). Development 

programs, building corporate culture, and creating a friendly work environment are critical 

parts of internal branding focused on current employees. Therefore, organizations should 

do internal market research since, without it, it is not possible to understand the needs of 

current employees (Staniec & Kalińska-Kula, 2021). If the needs of current employees are 

not met, it is more challenging to prevent them from switching to competitors. Methods to 

create internal branding are systematic career management, economic benefits, work-life 

balance, rewards and recognition of achievements, and employee development (Sengupta, 

Bamel & Singh, 2015). 
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2.3.2 Job embeddedness in preventing employees from quitting 

Job embeddedness mostly explains what keeps the employees in their current jobs 

(Mitchell, Holtom, Lee & Erez, 2001), however, identifying such factors helps in defining if 

the lack of them can impact switching, as discussed earlier.  

The interest in explaining the reasons why employees stay on the job with concepts like 

engagement, commitment, and embeddedness has increased (Halbesleben & Wheeler, 

2008). Job embeddedness is introduced by Mitchell et al. (2001) as the “forces that 

constrain people from leaving their current employment” (p. 1115). Job embeddedness 

consists of employees’ links to people at work, employees’ perceptions of person-job fit, and 

the potential sacrifices associated with quitting the job. The larger number of links i.e., 

relations at work, a better match between employee’s goals with organizational goals, and 

higher perceived costs of quitting, lead to higher embeddedness (Halbesleben & Wheeler, 

2008). The authors continue that these components attach employees to their jobs. More 

specifically, the links and the perceived fit consist of the employee’s social, psychological, 

and financial relations with the current work and employer. Employees’ values, future 

plans, and career plans have to be suitable to the employer’s offer and the benefits provided 

by the employment (Thome & Greenwald, 2020).  

The aspects of job embeddedness can be turned around and therefore used in explaining 

why employees quit at their current employers. The lack of or low-quality people relations, 

a mismatch between personal and organizational goals, a mismatch in the person-job fit, or 

low perceived costs of quitting can therefore potentially result in switching employers. 

Moreover, since the concept includes these several aspects, it can be examined in some of 

them has an impact on employees switching employers.  

2.3.3 Organizational commitment 

Because this study examines the reasons why employees switch employers within an 

industry, studying the organizational commitment is necessary and the ways it can impact 

switching.  

The level of commitment among employees has been found to influence quitting intentions 

more than for example satisfaction (Lum, Kervin, Clark, Reid & Sirola, 1998). 

Organizational commitment is a solid predictor of quitting intentions (Acikgoz, Sumer & 

Sumer, 2016) and committed employees are more likely to stay with their employer (Yousf 

& Khurshid, 2021). Previous research shows that less committed employees are more likely 

to think about quitting, look for alternative job options, and also quit more often (Felps et 
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al., 2009). The study by Sahi and Mahajan (2014) shows that organizational commitment 

does have a significant impact on employees’ behavioral intentions and therefore also 

quitting intentions. Correspondingly, Yousf and Khurshid (2021) emphasize the need for a 

committed workforce especially in the banking industry, due to the competition banks face 

when employee demand increases in other sectors.  

Organizational commitment is, according to many definitions, the glue between the 

individual and the employer (Sahi & Mahajan, 2014). It can be described as the 

psychological state, which defines an employee’s relationship with the organization and 

affects the decision to stay or end the employment (Meyer & Allen, 1991). Shared values and 

the willingness to stay and work on the employer’s behalf are the characteristics of 

organizational commitment (Sahi & Mahajan, 2014). Meyer and Allen (1991) have 

conceptualized organizational commitment into a three-component framework 

accordingly:  

1. Affective commitment  

Affective commitment is divided into the following categories: personal characteristics, 

structural characteristics, job-related characteristics, and work experience. Based on these 

categories, employees stay in the organization, because they want to do so. As an example, 

work experiences at the organization result in feelings of comfort and competence, which 

makes the employee want to stay.  

2. Continuance commitment  

Continuance commitment refers to the need to stay because the employee is aware of the 

costs of quitting, such as pension or seniority. More specifically, the employee evaluates the 

costs of quitting and the profits of staying.  

3. Normative commitment  

Normative commitment refers to the obligation to stay and it results from the norm of 

loyalty. It can come from normative pressures such as familial or cultural socialization 

which have been present before the employment.  

Bloemer and Odekerken-Schröder (2006) studied the impact of the different commitment 

components on bank employees’ intention to stay and found that both affective 

commitment and normative commitment have a significant impact on the intention to stay. 

In other words, normatively committed employees are more likely to stay with their current 

bank and do not consider alternative options. Moreover, the authors emphasize that 
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affectively committed employees are happy about being an employee, feel like a part of the 

bank family, and consider their relationship with the bank comfortable and reliable. 

Correspondingly, they found that continuancely (calculatively in their study) committed 

banking employees more tend to go after alternative offers, in case they are offered a higher 

monetary compensation. Based on these findings, for an employee who emphasizes the 

costs or profits of quitting, a better salary would be a triggering factor to switch. Also, 

Acikgoz et al. (2016) found that affective commitment is the strongest predictor of quitting 

intentions, meaning that the lack of it makes it easier for the employee to think about 

quitting and a high level of affective commitment decreases employees’ likeliness to quit. 

2.4 Customer switching behavior in the banking industry 

Due to the lack of extant literature on employees switching banks as employers, the 

customer perspective has been included in this study by including customer switching 

behavior in the banking industry. This helps in identifying if there are similarities or 

differences between customers and employees switching banks. 

There is a lot of research done from the customer perspective in the banking industry, and 

why they change banks (Doreén, 2014). Although this study examines switching banks as 

employers from the employee perspective, similarities and differences can be found 

between the two. As Doreén (2014) emphasizes, the banking industry is extremely 

competitive which is why banks aim to increase their market share by getting new 

customers. This is often done by using switching behavior and trying to win customers from 

competitors (Doreén, 2014) since one can say that nearly everyone uses banking services. 

The switching is done by finding those factors which motivate customers to change their 

banks and by communicating switching messages to customers (Doreén, 2014).  

Thaichon et al. (2017) explored the reasons why customers switch banks in their qualitative 

study and found the lack of personal connection as a significant driver of switching. If 

customers perceive that the banks are mainly focusing on profit-making, it causes their 

connection to the bank to deteriorate. If this finding is applied to the employee perspective, 

it could refer to the employer’s ability to face its employees on a personal level and treat 

them as individuals rather than focus purely on what is best for the company. The authors 

also found that banks’ inability to respond to service failures, reputation, advertising, and 

customer satisfaction influences customers’ decisions to either stay or switch banks. Several 

previous studies support those triggers and have also identified service recovery as a reason 

for customers to switch banks, as well as pricing problems referring to unfair and non-

competitive prices (Colgate & Hedge, 2001; Gerrard & Cunningham, 2004). In their 

research method, Gerrard and Cunningham (2004) asked the respondents what were the 
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reasons that had caused them to switch and also weight each of the reasons. Moreover, they 

asked if the respondents had talked to the bank itself about the issues causing them to 

consider switching. 

Moreover, dissatisfaction of customers can result in two negative responses, which are voice 

and exit. As an example, voice means talking about the issues to the bank itself or using 

negative word-of-mouth and talking to family and friends. Exit refers to the voluntary 

termination of the exchange relationship, hence switching banks (Thaichon et al., 2017). 

This can be applied to employees’ experience of psychological contract violation, which can 

result in quitting if other alternatives cannot fix the perceived problem.  

2.5 The theoretical framework of the study  

The literature review section presents the relevant existing literature concerning switching 

employers within an industry, and more specifically it emphasizes what is currently known 

related to the subject. However, the factors why employees switch employers within an 

industry, in this case, the banking industry, are still unknown. The empirical study and the 

analysis made out of the collected data are aimed to reveal the unknown factors triggering 

employees to switch employers in the banking industry.  

Figure 2 below represents all the factors influencing switching and together they form the 

theoretical framework of this study as well as act as a framework for the empirical part, and 

the further data analysis and interpretation. The factors illustrated in Figure 2 are based on 

a thorough literature review and they help the reader to get a comprehensive overview of 

what will be examined in the empirical part of the study. Later, the subchapter called 

analysis of the empirical findings and the final chapter discussion and implications refers 

to this framework.  
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Figure 2 The theoretical framework of the study by the author  
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3 METHODOLOGY 

This chapter presents the research design of the study and explains how the empirical study 

is carried out. More specifically, the chapter includes a justification for the chosen study 

method, an introduction of the sample, and the data collection process. Finally, the process 

of data analysis is presented, and the quality and ethics related concerns are discussed.  

3.1 Research design  

This study aims to identify and explore the factors triggering and resulting in employees 

switching employers in the banking industry. Moreover, the aim is to characterize the 

concept of employees switching employers within an industry. The study is conducted from 

the employee perspective to get insights into their perceptions and experiences. Therefore, 

the following research questions are formulated:  

RQ 1: What are the switching factors that explain why banking employees switch banks 

as employers?  

RQ 2: How can the concept of employees switching employers within an industry be 

characterized? 

The focus of a qualitative method is on words rather than numbers and it aims to 

understand the social world by examining how respondents interpret it (Bryman & Bell, 

2015). Because this study aims to understand the unique interpretations and experiences of 

employees, by having in-depth conversations with them, which is why the qualitative 

method is the most suitable one. In qualitative studies, the theory is acting more as an 

outcome of the investigation, rather than something driving it like in quantitative research 

(Bryman & Bell, 2015). In this study, the desired outcome is that the results of interviews 

will provide connections to the theoretical framework, however, the theories are not the 

main driver of the conversations with the respondents. Bryman and Bell (2015) explain that 

in qualitative research, it is known that something is coming out of the data, but beforehand 

the nature of it can be somewhat unclear. The author predicts that after discussing with the 

respondents, their answers can provide new theoretical viewpoints, and in that way help in 

building the concept of employees switching banks as employers.  

The aim of this study is best achieved with the qualitative method, due to its focus on 

understanding the topic by putting oneself in the place of another person and trying to 

perceive how that other person thinks, acts, and feels (Patton, 2002). In this study, it is 

impossible to reach the aim and understand the respondents’ experiences, without in-depth 

interviews with them. It was also found that the qualitative method is the most suitable 
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method for this study since it recognizes the need for face-to-face interaction when aiming 

to enter another person’s mind and see things from their point of view (Bryman & Bell, 

2015). Moreover, the qualitative method and interviews allow the researcher to ask 

additional questions, depending on which topics and subjects the respondent highlights and 

sees as important aspects., The qualitative method also allows the study to explore real-

world situations and to be open to whatever comes up in the process, encouraging new types 

of findings (Patton, 2002). This makes the qualitative method the most applicable method 

because it provides the possibility to collect data that the researcher might not anticipate 

since it is impossible to predict the respondents’ experiences and perceptions.  

3.2 Sampling 

The author has gained an access to the respondents due to her current employment in a 

bank. This provides the possibility to use the banking industry networks that the 

employment has provided, and the chance to discuss with both previous and current 

banking colleagues who meet the sample criteria. Purposeful sampling is used as a sampling 

method since it refers to selecting cases for the study, for example, people, due to their 

informative nature (Patton, 2002; Saunders, Lewis & Thornhill, 2016). In this study, the 

selected respondents provide expressions of the topic of interest, that is switching banks as 

employers and therefore act as information-rich cases (Patton, 2002). The respondents are 

selected purposefully to understand the phenomenon of switching employers within the 

banking industry, which makes a purposeful sampling method the most suitable since its 

main emphasis is in-depth understanding (Patton, 2002).  

There are different sampling strategies in purposeful sampling (Patton, 2002) and this 

study uses criterion case sampling, which means taking cases that meet specific criteria 

(Patton, 2002). To reach the aim of this study, the respondents in the sample must meet the 

following criteria 1) the person has switched a bank as an employer, and 2) is currently 

employed by a bank in Finland. The first criteria have significant importance in reaching 

the aim. If respondents had not switched employers in real life, the study was only 

hypothetical in the sense that respondents would answer regarding what would possibly 

make them switch. In addition to criterion case sampling, heterogeneous sampling is 

applied in this study since the purpose is to get as a large variety in responses as possible. 

To reach the large variation in the collected data, the respondents are chosen with diverse 

characteristics. The data collected from a heterogeneous sample also allows describing and 

explaining certain key themes (Saunders et al., 2016). In this study, the desired outcome is 

to examine different types of experiences and perceptions regarding why the respondents 

have switched banks as employers. Therefore, all patterns and themes that appear from the 
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interviews are insightful and interesting, in regard to studying the phenomenon of 

switching. There are no predetermined criteria for respondents’ tenure, position, length of 

employment in a bank, or similar. Aspects like different tenures, positions, locations, and 

durations of employment in the banking industry, are more likely to provide a maximum 

variation in the data collected.  

The number of respondents is 8, which is relatively small and therefore purposeful sampling 

method is suitable since it is often used when working with smaller samples (Saunders et 

al., 2016). Even though the sample is small and therefore lacks some generalizability, it can 

provide instructive data and open a new area for further research (Patton, 2002). The banks 

will be kept anonymous since the purpose is to explore the concept of switching banks as 

employers from an employee perspective and not characterize or compare different banks. 

Having several banks in the study will provide broader data, that has higher applicability 

compared to having one bank as a case company. Moreover, the respondents are more likely 

to be honest when their responses cannot be linked to their current or previous employers. 

The only fact that is revealed about the banks is that they are operating in Finland, however, 

the respondents are in different cities of Finland.  

Respondent code  Current position Gender  

Respondent A Financial Advisor Female  

Respondent B Investment Manager Female  

Respondent C Branch Manager Female  

Respondent D Manager in Support for 
Business Operations  

Female  

Respondent E Service Team Leader Female  

Respondent F Branch Manager Female  

Respondent G Customer Advisor Female  

Respondent H Back Office Specialist Male  

Table 3 Interview respondents  
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3.3 Data collection  

The researcher contacted the potential respondents directly by email and asked if they were 

willing to participate in this study by having an interview. They were immediately informed 

about the topic and purpose of this study, and about the fact that all respondents and banks 

will be kept anonymous. All the chosen respondents showed interest and willingness to 

voluntarily participate in the study. Most of them expressed a strong interest in the study 

during the interview by asking if the researcher could notify them once the study is finished 

and published, so they could read it.  

In total, eight in-depth semi-structured interviews were conducted. The interviews were 

held online at distance by using Microsoft Teams as a platform. Having the interviews at 

distance allowed the researcher and the respondent to be geographically in different 

locations. Moreover, Microsoft Teams has a built-in possibility to record the discussion, 

which ensured that no data will be lost. Also, the web cameras were on during the whole 

conversation, making it as similar to a face-to-face interview as possible. The average length 

of the interviews was a bit over 27 minutes, and in total there were 217 minutes of recorded 

data available to analyze. The questions might be sensitive since the respondents will 

answer regarding their current employer, however, permission was asked from the 

respondents. The employers are also kept fully anonymous. Respondents will be carefully 

informed about all the details and the purpose of this study. Moreover, the respondents did 

stay anonymous during the interviews and did not provide any personal information since 

it is not relevant to the study’s purpose. 

To collect an adequate amount of relevant data, this study requires open discussion with 

respondents and unexpected topics might come up, therefore semi-structured interviews 

are the most suitable interviewing method for the study. Semi-structured interviews, also 

called non-standardized interviews (Saunders et al., 2016), do not contain a carefully 

planned set of questions like a standardized open-ended interview. Instead, a set of issues 

that will be explored with the respondents is included (Patton, 2002). The author has some 

key themes and questions, however, the flow of conversation defines the order and nature 

of the questions. The questions are meant to be open since it enables having an in-depth 

conversation, prevents leading the respondent in any way, and allows the interview to move 

forward based on the respondent’s experiences related to changing banks as employers. 

During the interviews, the order of questions changed, and the researcher asked sub-

questions. The conversation itself and the topics that the respondents highlighted and 

raised as important ones defined the nature of the sub-questions. Furthermore, during the 

interviewing process, some new questions came up and some were removed since the 
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researcher herself gained more understanding regarding which types of questions provide 

the most useful and relevant data.  

The possible difficulties in the data collection process that the author has considered, are 

the amount and quality of comments and insights the respondents can provide. Because the 

author avoids leading the respondents in any way, it might be challenging for them to think 

or bring up all the thoughts they have about switching. Also, some respondents might have 

switched to their current employer a relatively long time ago, which influences how well 

they remember all the experiences related to switching and the process of it. Moreover, the 

author had concerns related to the small sample used, and if it can provide enough relevant 

data in the empirical study.  

3.4 Interview guide  

An interview guide is necessary in preventing that none of the important subjects will be 

forgotten and to ensure that the same standard lines are covered with each respondent. The 

interview guide also leaves space for exploring and asking sub-questions, to further develop 

some specific topic (Patton, 2002). Correspondingly, the interviewer has the freedom to 

build a conversation within the topic, be spontaneous in formulating the questions, and 

create a specific conversation style during the interview (Patton, 2002). This is required so 

the conversation can flow freely, and the topics that the respondent emphasizes the most 

can be discussed thoroughly. The interview questions are presented in the table below and 

they are categorized based on the theoretical concepts presented and discussed in this study. 

The column on the left shows which category the questions in that section belong to.  

Because the focus of this study is switching, the theoretical concepts are also named after 

switching, instead of quitting. The right-sided column divides the concepts more specifically 

and presents the questions related to each sub-category.   

Category  Questions & the theoretical connection  

General questions  • For how long have you been in work life?  

• Out of that period, how long have you been working in the 
banking industry? 

• When did you change to your current bank? 

• For how long did you work at the previous bank? 

• Have you changed from one bank to another only once or several 
times? 

• Could you describe your current position and work tasks? 
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• What types of things are important to you in a bank as an 
employer? 

Factors triggering 
employees to 
switch  

 

The phenomenon and the concept of switching  

• What made you consider changing banks in the first place?  

• Could you describe the reason(s) that made you leave the 
previous bank for another bank? If several, which impacted the 
most/the least?   

• For how long did you think about changing a bank before 
making the decision?  

• Which were the factors you evaluated or compared when looking 
for alternative banks?  

Psychological contract violation (PCV) 

• To what extent do you feel like the previous bank fulfilled/not 
fulfilled your expectations regarding employment?  

• What about the current bank?  

Disengagement  

• What type of feelings or thoughts do you have about the former 
bank?  

Social relations & leadership  

• In your previous work community, were there some types of 
conversations about quitting and changing to another bank?  

• What about in the current work community?  

• Once you started to consider changing a bank, what type of 
conversations you had about it with your colleagues? Or with 
your supervisor? 

• If colleagues are talking about switching to another bank or 
actually switching, how does it affect you?  

Factors 
preventing 
employees from 
switching  

Employer branding  

• In what ways, did the previous bank try to prevent you from 
changing to another bank?  

• How could have the previous bank make you stay? 

• After starting at the current bank, have you ever thought about 
changing employers within the banking sector? Why/why not? 

• How has your employer influenced your decision to consider/not 
to consider switching during your current employment? 
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Job embeddedness  

• How would you characterize the social relationships you had at 
the previous bank?  

• Did you, in some way, feel like you had to sacrifice something 
when you left your previous bank? If yes, what?  

Organizational commitment 

• How would you characterize the employment relationship with 
your previous bank?  

Customer 
switching 
behavior  

• Was there some kind of approach or offer from other banks before 
switching? (e.g. head hunters)  

• What type of conversation you had with your supervisor about the 
reasons that caused you to change?  

• Do you feel like the previous bank tried to fix the issues that 
caused you to think about changing to another bank?  

Table 4 The interview guide 

3.5 Data analysis  

As discussed, all the interviews were recorded and transcribed to be able to carefully analyze 

the collected data after the interviews. Transcribing was done by the researcher herself, and 

in Finnish since the original language of the interviews was Finnish. Word-to-word 

transcribing not only helped the data analysis, but also the later translating process from 

Finnish to English and ensured that no data was lost during the translation. The data 

analysis process started immediately after conducting the first interview and continued 

simultaneously with the interviewing process. Before starting the data analysis, the 

potential difficulties that the researcher considered were mostly regarding the amount of 

data. More specifically, if the respondents’ switching reasons have been quite simple, which 

made the further analysis challenging to conduct. However, these concerns were not present 

in the interviews since the respondents were open and proactive about sharing their 

experiences and thoughts about switching banks.  

In the process of qualitative analysis, the main purpose is to transform the collected data 

into findings (Patton, 2002), make sense of the data, and finally be able to draw conclusions 

(Spiggle, 1994). In this study, the data is analyzed with the help of the devised approach by 

Gioia, Corley, and Hamilton (2013). The authors describe the researcher’s role as giving 

voice to the respondents in the data gathering and analysis, as well as representing them 

when reporting the study. In the approach, the research identifies 1st-order and 2nd -order 

analysis (Gioia et al., 2013). According to Van Maanen (1979), 1st-order concepts are so 
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called facts and 2nd-order concepts are those theories, that the researcher uses in organizing 

and explaining the facts.  

In this study, the 1st-order concepts are first described in the empirical findings, by using as 

many respondents’ terminology as possible and including direct citations from the 

interviews. By representing the respondents’ answers as precisely as possible, it provides a 

great opportunity for finding new concepts instead of confirming current concepts (Gioia et 

al., 2013). The reasons why respondents have switched banks as employers formulate the 

categories presented under empirical findings. These categories were found by identifying 

similarities and differences in what each respondent said in the interviews regarding some 

specific theme or topic. In this way, it was possible to identify certain patterns and 

categorize respondents’ answers regarding their switching processes and switching reasons. 

There were similar reasons for switching banks among the respondents, which helped in 

organizing the data and in forming the categories.  

After identifying the different categories in empirical findings, a more abstract analysis was 

required to connect the findings to the theoretical framework of this study. In this empirical 

analysis, the empirical findings were connected to the theoretical framework, which 

includes all the factors influencing switching and is presented in Figure 2. Gioia et al. (2013) 

emphasize the importance of so called data structure, which in their paper is a visual 

illustration. It can be built once the 1st- and 2nd-order concepts are formulated and defined. 

The data structure helps in explaining the process of making an analysis out of raw data 

(Gioia et al., 2013). In this study, the subchapter called analysis of empirical findings (4.5) 

acts as a data structure, because it explains thoroughly how the empirical data and findings 

are analyzed in relation to the theory. First, it was necessary to define what the theoretical 

concepts mean in the context of switching banks as employers since that is currently 

unknown in the literature. This was done by thoroughly analyzing the similarities between 

the theoretical concepts and each category identified in the empirical findings. By finding 

the characteristics of each empirical category, it was easier to go through all the theoretical 

concepts and identify similarities and differences. This type of process was done with all the 

parts of the theoretical framework, that acted as a core basis for the data analysis. The key 

issue in analyzing the empirical data was to find similar elements between the respondents’ 

answers and the theoretical concepts. This helped in building the concept of switching and 

in finding out if the existing concepts can be extended to switching, and if new theoretical 

contributions are found. Furthermore, in the process of data analysis, the relationships 

between the empirical data provided by the respondents and the theoretical concepts are 

examined.  



 

 

29 

3.6 Quality of the study  

In this chapter, the quality of this study will be discussed with the help of quality criteria by 

Wallendorf and Belk (1989). The authors explain that quality refers to aspects like how 

reliable the findings are, to what extent the findings can be applied to other contexts, and 

what is the repeatability of the study. More specifically, the quality of this study is evaluated 

based on the following quality criteria from Wallendorf and Belk (1989): credibility, 

transferability, dependability, confirmability, and integrity. Next, the criteria are shortly 

defined and the extent to which this study fulfills the quality criteria is evaluated. 

Credibility can be defined based on how adequately and believably the findings represent 

the topic of the study. Aspects that influence credibility are actions during data collection, 

how the data has been interpreted, and how the final conclusions have been made 

(Wallendorf & Belk, 1989). In this study, the data collection process has been explained and 

described in detail, as well as the different phases of analyzing the empirical data, provided 

by the respondents. The chosen respondents in the sample act as a credible source for data 

collection, because all of them have personally experienced switching banks as employers 

meaning that they discussed their own experiences, thoughts, and perceptions. The 

respondents have also been chosen based on the suitable sampling method. Moreover, two 

of the respondents have switched banks more than once, which provides broader data and 

more insights about switching banks as employers. This ensures that all the respondents 

were able to provide credible data about the topic. Regardless of the small sample, which is 

eight respondents, the interviews provided 217 minutes of recorded data for the researcher 

to analyze.  

Transferability refers to the extent that the study can be generalized and applied to other 

contexts (Wallendorf & Belk, 1989). By changing the chosen industry other than banking 

and interviewing respondents who have switched employers in that industry, this study 

could be generalized to another context. Moreover, this study could be replicated in the 

banking industry by changing or extending the sample and interviewing new respondents 

matching the same criteria. Moreover, the study could be conducted outside of Finland in 

some other country.  

Dependability is about replicating the study but changing the respondents or the 

researcher and checking if the results would remain the same or differ. As the author 

emphasizes, one cannot go back to the same context or have precisely the same interview 

with the same respondent (Wallendorf & Belk, 1989). However, there is a comprehensive 

interview guide established in this study, which would enable replicating it with new 

respondents or with a new researcher. In Appendix 1, the interview questions are also 
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presented in Finnish since it is the original language of the interviews. Therefore, the study 

could be replicated by conducting interviews in either Finnish or English. The researcher 

knew three out of eight respondents at some level before the interviews, however, the 

relations have been formal and limited to working for the same employer at some point. 

Moreover, none of the respondents are currently working at the same bank as the 

researcher. With the rest of the respondents, the researcher did not share any prior history. 

Such aspects increase the chances for the respondents to answer similarly, even if the 

researcher would change.  

Confirmability refers to the extent the researcher’s actions regarding data collection and 

analysis can be traced by following the study if the researcher has altered or shaped the 

findings and the unbiasedness of the findings (Wallendorf & Belk, 1989). The researcher 

kept a neutral interviewing style and did not include any personal thoughts or opinions. All 

the conducted interviews were audio recorded without anything deleted or edited. After 

each interview, the researcher carefully transcribed them in the original language of the 

discussions, which was Finnish. By having all the discussions in writing and recorded, it was 

possible to go through respondents’ answers multiple times and make sure that no data gets 

lost or is left out from the analysis. Also, the processes of data collection and analysis are 

thoroughly explained to the reader in the methodology chapter.  

Integrity refers to the study including lies, evasion, misinformation, or 

misrepresentations of respondents. For example, a conflict or an uncomfortable 

relationship between the respondent and the researcher could lead to such concerns. Also, 

if respondents would aim to present themselves in better ways, could cause them to lie 

(Wallendorf & Belk, 1989). The fact that both the respondents and their former and current 

employers are kept anonymous decreases the sensitivity of discussing about personal 

thoughts, and therefore encourages the respondents to speak truthfully. They were also 

informed about the study’s purpose and allowed to ask any additional questions at any time 

before, during, or after the interview. All the data collected including the audio recordings 

and transcribes were deleted once the study was finalized, and no personal data was 

collected at any point. 

3.7 Ethical concerns of the study  

The participation of all the respondents was voluntary and consent was asked from them 

before starting the interviews. Before the actual conversation started, permission to record 

was asked from all the respondents. The respondents were also notified, that they can ask 

additional questions and even withdraw from the interview at any time, also afterward. 

Respondents had the possibility to ask further questions about the study and its purpose, 
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as well as what information about respondents will be presented in the final study. All the 

questions that the respondents wanted to ask, were answered by the researcher right away 

to secure transparency. Moreover, during the interviews there were no other people present, 

securing the privacy and anonymity of the respondents. The researcher encouraged all 

respondents not to mention their previous or current employers by name, but rather refer 

to them as previous or current banks. This was done so none of the respondents could be 

connected to any specific banks. Moreover, the respondents did not mention any personal 

information during the interviews, like their names or cities, in which they worked. In the 

study, respondents are only referred to as “Respondent A”, and only their current position 

and gender are presented in the study. With this information, it is not possible to track or 

identify the personal details of any respondent. 
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4 EMPIRICAL FINDINGS  

This chapter presents and discusses the empirical findings in detail, which are based on 

thorough data analysis and interpretation. First, a short overview is presented, which also 

includes statistics of the respondents and helps the reader to get a comprehensive picture 

of what has been done in the empirical study. After that, the different factors found to be 

related to switching are presented as categories in the empirical findings. A more abstract 

empirical analysis is presented last, in which the categories from empirical findings are 

connected to the theoretical framework of the study.  

4.1 Overview of the empirical findings 

As an overview of the empirical findings, it is necessary to describe the respondent statistics 

of how long they have been in work life, their history in the banking industry, and the 

duration of their employment in each bank. Overall, the respondents have been in a work 

life from 4 to 40 years, and in the banking industry from 2 to 37 years. Three of them have 

been in the banking industry for their whole work life, and the rest of them have also worked 

in other industries. Most of the respondents have switched banks once, but two of them 

have switched twice. The duration of employment in the former bank also varies a lot and 

ranges between 1,5 years and 30 years of employment before the switching. Also, the period 

that the respondents have worked in their current banks varies a lot. The most recent switch 

occurred approximately one month before the interview, meaning that the respondent had 

only worked in the current bank for one month. Regarding other respondents, they have 

worked in their current banks for 1 to 11 years. However, also those respondents that have 

switched a relatively long time ago did remember the reasons for switching. The large 

variety in the respondents’ profiles, experiences in work life, experiences in the banking 

industry, and also how long they have worked before deciding to switch, provides many 

perspectives to this study.  

There is a large variety in respondents’ current positions and work roles, and their exact 

positions are introduced in Table 2. There are different types of positions including manager 

roles, advisor roles within some type of customer service, and specialist roles. The range of 

positions provides insightful data and experiences from different perspectives. Although the 

previous or current banks are not presented in the study, many respondents described what 

type of bank are they working at or have been working at. Based on that information, it can 

be concluded that there are many different sizes of banks included in the study.   
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For the respondents included in this study, the most important things in banks as employers 

are flexibility, well-being at work, career development, treating employees fairly, effective 

communication, salary and other employee benefits, and organizational values.  

4.2 Factors triggering and resulting in switching  

Based on the collected data about the factors that triggered and led the respondents to 

switch banks as employers, several reasons, experiences, and perceptions were brought up. 

However, some patterns that had resulted in switching banks as employers, were repeated 

in several interviews. For many respondents, there was not only one specific reason for 

switching but instead many things that triggered them to first consider and then make the 

final decision. Some of the reasons might have been less and some more dominant in the 

switching process.  Next, the findings are categorized based on the reasons why the 

respondents have decided to switch banks and similarities in the empirical data. In the 

empirical analysis, the categories are connected to the theoretical framework of the study.  

4.2.1 Salary 

Two respondents (A, G) identified salary and other monetary compensation such as bonuses 

as the main reason for switching banks as employers. In these cases, the salary was also 

defined as the initial driver that made the respondent think about switching in the first 

place. In addition to monetary compensation, other employee benefits were also mentioned. 

The respondents referred to the employee benefits, that the bank can offer to its employees 

regarding for example loans and other banking products. Concerning salary, both 

respondents had heard through word-of-mouth that the other bank pays a higher salary for 

the same role and work tasks. Moreover, the respondents referred to other monetary 

compensation such as bonuses, and specifically to the bonus system that the other bank is 

using. Such a bonus system provided a possibility for them to increase their salary 

significantly. They also anticipated that the former bank is not implementing any changes 

to its existing bonus system. Therefore, there were no hesitations in making the decision to 

switch.  

Respondent A: “Especially in the beginning, it was mostly about the salary. Of course, I was interested 
in other employee benefits as well since I had heard about them from my colleagues. Basically, I got 
interested in better salary and employee benefits that the other bank could offer for the same work 
tasks.”  

Therefore, it can be said the two respondents (A, G) evaluated the profits of switching at so 

much higher level than the costs of it, which led them to switch. Moreover, the respondents 

made a rational comparison between the current monetary compensation and the one they 

would get from the new bank.  
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4.2.2 Career development possibilities  

The quality and the amount of career development possibilities that the bank can provide 

or offer to its employees were mentioned by five respondents (A, C, D, F, H). In total, five 

respondents identified the lack of or inadequate career development possibilities as the 

main reason or one of the reasons to switch banks as employers. When there were no 

suitable possibilities in the former bank, it made the respondents to look for alternative 

banks, and what kind of career possibilities they could offer.  

Some of them, like respondent A, were not satisfied with the duration of time it could take 

before it is possible to move forward career wise at the former bank. This also made the 

respondent A feel like the previous bank did not adequately fulfil the expectations about 

career development possibilities.   

Respondent A: “The thing with the previous employer was that it was not possible to move up with 
my own career in a way that I had expected. After 3 years it felt like I really want to develop further, 
but I was told that it could take 2 or even up to 5 years which sounded too long regarding what I had 
planned.” 

Furthermore, the banks’ internal career development system was pointed out to not work 

effectively, and a concrete example of this was emphasized by respondent C. The respondent 

C applied to six internal positions and was always close to getting the role, but never actually 

got it. When she applied for these internal roles, she never considered applying for similar 

roles from other banks. However, when none of the doors opened internally, it resulted in 

her making the decision to look for alternative jobs in other banks. The respondent C felt 

disappointed that even after more than 10 years of employment, the bank could not offer an 

internal role. The respondent described the level of commitment towards the previous bank 

as very high, however, it felt like the commitment was only one-sided. To get a new internal 

role and develop career wise, the respondent was even ready to move to another city, where 

the bank had more operations and roles. She even mentioned that she would have never left 

the former bank if she had gotten a new internal role and could have developed her career 

there.  

Respondent C: “Yes I was very committed, but it (commitment) started to feel quite one-sided. I was 
ready to do anything, even move to another city, but when I just couldn’t get the possibility to move 
forward with my career there, I had to look elsewhere. It is also a bit funny that at the current 
employer, I got promoted after 9 months of employment”  

The dissatisfaction regarding the inability to get the desired career step also resulted in 

somewhat negative feelings and disappointment towards the former bank and the job.  

Respondent C: “The former bank was aware that I wanted to do something else and every now and 
then I got some new tasks, so the bank tried a little bit. However, it was never anything 
transformational and I might have momentarily thought that this could open new doors, but then I 
realized that nothing will change, which was the final reason.” 
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Also, respondent F perceived that the other bank could offer better career development 

possibilities in the long run, and therefore decided to look for a job from there and to switch. 

She also had graduation coming up, which made her look for longer and more secure 

employment in the banking industry.  

Respondent F: “When I switched to the new bank from my summer job (in the previous bank), I 
reflected on my own career development in the long run. And what kind of possibilities there are in 
that bank, where I had my summer job and where I was also offered a job, but I perceived career 
development possibilities as bigger in the other bank. Also, my graduation was approaching, so I 
wanted to get a longer and more secure job.” 

In turn, respondent D had a clear career plan regarding what type of position would be the 

next step, and the previous bank could not offer that type of role right away, which was 

partly the reason to look for alternative banks and to switch. Respondent H switched to 

another bank, because the current role serves his future career plan in better ways, and also 

matches with his education. Even though, there were no problems in the former bank 

regarding the work environment or so, the new role was just more interesting and suitable 

for his education and future career plan. More specifically, it was not clear how one could 

move up in the career and the former bank could simply not offer a similar role. This made 

the respondent look for alternative options and to switch. Respondent H explained that the 

former bank mostly offered courses, or the possibility to switch to another similar team, but 

did not provide a more challenging role, which would have been the next step in his career 

path. Respondent H had still quite a strong commitment toward the former bank because 

if the bank could have offered a suitable role, he would not have had to look elsewhere. 

Respondent H: “Otherwise I could have stayed, but mostly it was because they could not offer a similar 
role. I made some research and so, but at least at that moment, there was no such a role available. 
Therefore, I expanded my mindset towards other banks.” 

In total, three respondents (A, C, H) experienced that their expectations were not fulfilled 

regarding the career development possibilities that they had expected to get at the former 

bank. For respondents, C and H, the bank’s inability to provide adequate career 

development was the main reason for switching banks, and for respondent H, it was a 

partial reason. An example can be seen from the quotation below, by respondent C.  

Respondent C: “To some extent my expectations were fulfilled, but regarding career development 
possibilities… If one has worked there for over 10 years, has the willingness to develop and leaders 
agree about it, but still, an organization with 4000 employees cannot provide the next career step. The 
internal system was somehow not functioning in there.” 

4.2.3  Organizational changes and the nature of the job 

Based on the data from interviews, banks’ ways of working and for example organizational 

changes do impact the employees’ urge to consider switching. Two respondents perceived 

this at least as a partial reason for switching banks. Both respondents had been working in 
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the banking industry for a few decades. Those two respondents (B, C) felt that the previous 

banks changed their internal procedures and the general ways of working such drastically, 

that it resulted in dissatisfaction with the job and its nature.  

Respondent B: “One reason (for switching) was that I wanted to work in a more human-friendly way 
and actually meet the customers so that they can encounter in particular with me and not just with 
someone from the bank who happens to be available at that moment.”  

Additionally, these two respondents felt like their own values were not in alignment with 

the bank after the organizational changes, meaning that there were no longer shared values 

between the respondents and their former banks. These changes meant for example that 

they could not meet their customers face-to-face anymore or the customers could not 

choose who handles their banking inquiries. Consequently, this had a direct impact on the 

nature of work, which was not in alignment with how the respondents wanted to do their 

jobs. Moreover, the respondents did not like the direction in which their former banks were 

heading regarding strategy and the different internal procedures, which clearly changed the 

organizational values as well. Such changes also resulted in somewhat negative emotions 

towards their jobs and the former banks, as the below citation from respondent C shows.  

Respondent C: “During my time in the previous bank, banks’ ways of working had changed quite 
radically and the direction in which the bank was heading, was not necessarily the way I wanted to do 
my job. All my customers were from different parts of Finland and I could not handle the customers I 
had previously handled. I did not like the fact that customers are forced to operate according to a 
certain model and to begin to act in a certain way.” 

Such perceptions regarding the changes in working ways, in the organization, and in one’s 

job led to negative feelings at work, and the respondents started to consider switching to 

another bank. Moreover, the experiences of these respondents deteriorated the suitability 

between the employee and the job.  

4.2.4 Social relations and leadership  

Social relations and leadership were pointed out by a few respondents, however, the impact 

of them on switching varied quite much. For one respondent (B), switching was partly 

because the old leader left for another bank, which caused the switching process since the 

respondent wanted to follow the old leader. However, the poor and incompetent manager 

and leadership overall were also the biggest and the only factor causing one respondent (E) 

to switch to another bank. This respondent even used the word bullying in describing the 

manager’s behavior in the previous bank.   

Respondent E: “To be honest, we had a bad manager and let’s say a bad leadership in general. I did 
not feel well there for one day. There was also a great team spirit, but the manager was something so 
terrible that I could call it as workplace bullying.”  
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Respondent B partly switched to another bank because she wanted to follow her leader from 

the former bank and maintain that specific relationship due to the feeling of attachment. 

Correspondingly, respondent E particularly wanted to end the relationship with the former 

bank’s leader, which caused withdrawal from the employer. Regarding respondent E’s 

decision to switch, it was also driven by the fact that her expectations about the quality of 

leadership and her leader’s behavior were not fulfilled at the former bank. Respondent E 

also spoke about the ongoing problems regarding her leader and the quality of leadership 

in the former bank, however, she felt like the management only ignored it and did not take 

any actions to fix the problems. 

Additionally, few respondents mentioned the impact of social relations in terms of what 

their former colleagues or other social contacts had told them about working in another 

bank. Respondent A felt like it had a big impact on switching to the new bank, that she heard 

positive things about working there from her social network. Moreover, she had always been 

a customer of the new bank, which added to her positive image of it. The same respondent 

also emphasized how her former colleagues at the previous bank told her, that a good way 

to get a salary raise is to simply switch to another bank.  

Respondent A: “The new bank was a familiar company to me and many friends and former colleagues 
had switched there, whom I heard good things from, which impacted a lot on my own decision. Also, 
I have always been their customer myself, increasing the positive image.”  

The same applies to respondent G, who said that she had heard from her colleagues and 

other social acquaintances, that other banks can offer better employee benefits in addition 

to a higher salary. The quality of social relations was also mentioned by respondent G as 

something that had to be sacrificed when switching to another bank. Her social relations 

with colleagues and leaders were better and tighter in the previous bank, however, she 

experienced a higher salary as more important and therefore switched banks anyway. 

Respondents A and G perceived the costs of switching as lower compared to the potential 

rewards resulting from switching to another bank.  

However, there was a lot of variety among the respondents related to the topic of switching 

banks and if it is a common talking point or more like a taboo in work communities. Three 

respondents (A, G, H) perceived it as a common topic to talk about publicly at work with 

colleagues. One respondent (D) felt like it has only recently become an open topic and the 

rest defined switching banks as a personal process and something that one does not talk 

about publicly at work.  

Two respondents (A, H) did notice that colleagues switching employers within the banking 

industry influenced their own thinking. Specifically, respondent H said that it can make him 
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question his own career situation, wonder the reasons why someone switched to another 

bank, and evaluate if the current employer is the correct place for him or not. For 

respondent A, it was more of a salary question, and she would only be interested in 

colleagues switching if she heard that some other bank could provide better employee 

benefits or a higher salary for the same work tasks.  

4.2.5 External factors  

The external factors such as family-related matters or physical locations of the bank 

branches were mentioned a couple of times as the factors causing respondents to switch 

banks. However, for none of the respondents, those were the main reasons to switch. For 

two respondents (D, F), the external factors were partial reasons for switching and 

particularly the location of the bank since the respondent F wanted to either work closer to 

home or needed to relocate due to family matters. Additionally, when evaluating alternative 

banks, the respondent F appreciated the bank’s ability to offer internal switches and 

relocation possibilities in case family matters would require it in the future. Regarding the 

nature of work, two respondents (D, F) identified the desire for change as a partial reason 

for switching banks, and more specifically as the initial driver that made them think about 

switching. Respondent D described that she had always thought that she does not want to 

stay at the first employer, from which she had gotten a permanent job. This was because she 

felt like one has to see more than only one employer. For the respondent F, the partial 

reason for switching was the urge to get new challenges and to see other banks operate, 

which made her monitor the labor market in the banking industry for a long time before 

switching. These can be identified as external and more neutral reasons to switch banks as 

employers.  

Respondent F: “Also the other reason that has influenced the switches (in addition to career 
development possibilities and the willingness to change) has been the thought that if family situations 
change and require relocation, it would be easier to switch internally to some other city in a bigger 
bank that operates in several places. In the second switch, I had been checking the job markets for a 
longer time, if something interesting comes up since I wanted to see how some other bank operates 
and new types of challenges. However, the other reason was family related and location.”   

Headhunting made by other banks can also be defined as an external factor since the 

initiative for switching neither comes from the employee nor is due to the current bank. 

There was quite much variety regarding headhunting from other banks, and in total four 

respondents (A, E, F, H) had been contacted by other banks for recruiting purposes. 

Respondent E was also contacted by a social acquaintance from another bank, which led 

her to switch there, however, the respondent had already decided to switch before that for 

a different reason. Also, respondents F and H have been contacted by other banks, however, 

it never resulted in switching.  
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Respondent A had just switched to the new bank when a recruiter from the same bank 

contacted her for recruiting purposes. This was done as a part of the bank’s recruitment 

campaign, in which the objective was to recruit new employees. In the recruitment 

campaign that respondent A talked about, the bank’s objective was to hire a specific amount 

of new employees, particularly from competitors, i.e. other banks. 

4.3 The switching processes 

After describing the factors why, the respondents have decided to switch banks as 

employers, it is necessary to explain more thoroughly the actual switching processes. The 

majority of respondents could not tell the exact duration of time between starting to 

consider switching and when they actually switched. However, for most of the respondents, 

the final decision to switch was made quite quickly. Respondent B had 30 years of 

employment in the former bank, and therefore it took more time to detach oneself from it 

and switch elsewhere. However, when respondent B switched for the second time, the 

decision was quick since there was not that long employment behind. Two respondents (F, 

H) mentioned that it took approximately a couple of months of consideration before they 

made the final switching decision. Respondent C had the thought of switching for a longer 

time, however, when nothing changed and she could not get any internal roles she applied 

for, the final decision to switch was quite quickly made. For each respondent, the suitable 

switching process is identified in Table 4.  

Respondent  Switching process   

Respondent A  Comparison  

- Compared the current and the 
offered salary  

Impulsive 

- Dissatisfied with the career 
development possibilities 

Respondent B  Comparison, in both two switches 

- Compared the nature of the job 
and organization to other 
banking jobs available  

- Compared and favored the leader 
of that time higher than the 
current job 

Impulsive, only in the second 
switch  
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- Inadequate attachment towards 
the former bank & shorter 
employment made it easier to 
switch compared to the first time 

Respondent C Conditional  

- Undefined plan to switch if no 
internal role can be provided by 
the former bank  

Respondent D Preplanned  

- Preplanned plan to switch when 
the desired role is available  

Comparison 

- Compared and favored the 
alternative job’s location higher 
than the current location 

Respondent E Impulsive 

- Inadequate attachment towards 
the former bank, and negative 
feelings about it due to an 
incompetent leader  

Respondent F Preplanned & Comparison  

- The respondent had planned to 
switch, once she had graduated   

- Compared the career 
development opportunities 
higher in the long run in another 
bank 

Respondent G Comparison 

- Compared the current and the 
offered salary 

Respondent H  Comparison  

- Compared and favored career 
development possibilities higher 
in another bank 

Table 5 Switching processes identified by the author  
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4.4 The role of former banks in the switching process  

The former banks’ role in respondents’ switching processes varied quite much. The 

respondents (A, G) that switched mainly due to getting a higher salary and other monetary 

compensation in another bank, did receive a competing offer from the former bank. In 

practice, this meant that the former bank tried to make them stay by offering a salary raise, 

however, the offer was not good enough for the respondents to stay. Respondent A said that 

she could have stayed if the raise was good enough, or if she had been promised to get a 

career step within 6-12 months at the former bank. 

For respondents C and H, the former bank did not try to impact their decision since their 

reasons to switch were well understood and accepted. However, both of their former banks 

could have prevented them from switching if they had offered a similar career step 

internally which they received from another bank. Also, respondents D and E felt like their 

former banks did not try to impact their decisions to switch. Respondent D perceived that 

her reasons to switch were understood and the bank could not have even done anything to 

prevent her from switching since the decision was so clear. Correspondingly, respondent E 

raised the problem of bad leadership and in-competent leader at a high management level 

and gave a possibility to the former bank to change things and therefore could have 

prevented her from switching. The former bank did not, however, make any effort or take 

any actions to fix the ongoing issues, even though it could have.  

For respondents B and F, the former banks did try to impact their decisions to switch, but 

there was nothing they could do to prevent the respondents from switching. This is because 

their reasons were mainly related to things like the former bank’s strategy or other aspects 

that are challenging to change.  

4.5 Analysis of the empirical findings  

When the empirical findings are presented, it is necessary to make an analysis between each 

factor from the empirical findings and the theoretical framework which is presented in 

Figure 2. Table 5 below, illustrates how all the switching factors from empirical findings, fit 

into different parts of the theoretical framework. The rows in Table 5 are the factors 

identified by the author in empirical findings, and the columns characterize these factors 

based on the theoretical framework and its concepts. After presenting Table 5, its content is 

discussed more in detail, and how the empirical findings can be theoretically characterized.   
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Salary  Career 

development 

opportunities 

Organizational 

changes & the 

nature of the 

job 

Social 

relations & 

leadership 

External 

factors  

Alternative 
forces  

Organizational 
commitment 

Customer 
switching 
behavior  

Calculative forces  

Contractual 
forces 

Alternative forces  

Customer 
switching 
behavior  

Organizational 
commitment  

Affective forces  

Calculative forces  

Customer 
switching 
behavior  

Job 
embeddedness  

Organizational 
commitment  

Constituent 
forces  

Contractual 
forces  

Job 
embeddedness 

Moral 
forces  

Customer 
switching 
behavior 

Table 6 Analysis of the empirical findings by the author  

4.5.1 Salary 

Because of the evaluations respondents made between the current job and the alternative 

jobs available, salary as a switching factor relates to alternative forces that belong to the 

theoretical framework of the study (Figure 2). Such evaluations and the results of them, 

cause withdrawal from the current job and therefore influence the switching decision. Both 

respondents A and G, made a rational comparison between the current job at that time, and 

the job offer on the table, mainly in terms of salary. More specifically, they compared the 

monetary compensation at the current job and the alternative job available. This type of 

comparison is a key component in switching driven by alternative forces since the employee 

is rationally choosing between jobs and having the alternative job offer in front of them 

when making the decision.  Moreover, since these respondents evaluated the costs of 

switching lower than the profits of it, in terms of higher salary at the new bank, it can be 

said that they were only continuancely committed to their previous employer. 

Continuance commitment is one component of organizational commitment, which belongs 

to the theoretical framework of the study.  

Non-competitive or unfair salary as the main reason for respondents A and G to switch 

banks as employers can be contrasted to customers who switch banks due to pricing related 

issues. Therefore, salary is connected to the theoretical framework also through similarities 

with customer switching behavior.  
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4.5.2 Career development opportunities  

Affective commitment is a part of the organizational commitment in the theoretical 

framework of this study. Based on the empirical findings, it can be said that the respondent 

C had a very strong affective commitment towards the former bank, and she was ready to 

do anything and even move to a different town if she had gotten an internal promotion. 

Therefore, it can be concluded that the factors of strong commitment such as willingness to 

stay with the employer and a strong psychological state the employee experiences, were 

present for respondent C. However, she felt that the commitment was not mutual, which 

eventually led to a lack of commitment and therefore increased the urge to switch.  

Based on all the empirical data, it can be summarized that career development possibilities 

as a switching factor relate to calculative forces, which is one aspect of the theoretical 

framework of the study (Figure 2). This is because calculative forces are significantly 

associated with the future value attainment possibilities that the respondents calculated to 

get and their chances to achieve goals by continuing employment with the employer. 

Because their expectations about future possibilities were low and there was a negative 

calculation regarding future satisfaction, those respondents were more likely to switch. This 

is evident in those respondents’ answers, who switched to another bank due to the lack of 

or inadequate career development possibilities. Respondent F evaluated particularly the 

chances of achieving her career goals in the future and perceived that another bank can offer 

higher value. In turn, respondent A felt like it would take too long time before she could 

move up in her career at the former bank, and therefore perceived higher future value in the 

other bank. Such perceptions eventually caused respondents to withdraw themselves from 

the former bank and to switch elsewhere.  

In addition to calculative forces, also contractual forces from the study’s theoretical 

framework relate to career development possibilities as a switching factor. Contractual 

forces refer to perceived agreements (i.e. psychological contract) with the employer, and 

switching is therefore based on employees’ willingness to dissolve the psychological 

contract with the former employer. Moreover, if employees perceive that the employer 

violates the psychological contract, it can increase the motivation to switch. In total, three 

respondents (A, C, H) experienced that their expectations were not fulfilled regarding the 

career development possibilities that they had expected to get from the former bank. 

Therefore, it can be concluded that switching to another bank was their response when they 

perceived that their former banks could not fulfil their career development expectations. 

Furthermore, these respondents who switched due to the career development possibilities 

must have done some rational comparison between the former and the alternative bank 
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career wise. Respondents have compared the availability and the quality of alternative 

banks, which is the key aspect of alternative forces driving such a decision. Therefore, also 

alternative forces from the theoretical framework, have at least partly driven their 

decision to switch since the possibilities in alternative banks have attracted or in some way 

pulled the respondents from the former bank.  

Moreover, the career development possibilities as a switching factor have similarities with 

customer switching behavior from the theoretical framework, in terms of the lack of 

personal connection. When the former banks could not provide the desired career 

development for the respondents, they felt like the banks did not invest in the respondents’ 

careers on a personal level. 

4.5.3 Organizational changes and the nature of the job 

As discussed, customer switching behavior is a part of this study’s theoretical 

framework. The lack of personal connection has been identified as a significant driver of 

customers switching banks since it deteriorates the relationship between the customer and 

the bank. Respondents B and C experienced that the new ways of working that occurred in 

the former bank did not enable them to have a personal connection and deliver personal 

service to the customers. Therefore, organizational changes and the nature of the job as a 

switching factor also relate to customer switching behavior.  

Moreover, organizational changes and the nature of the job as a switching factor relate to 

affective forces, which is one aspect of the theoretical framework of this study. This is 

because affective forces refer to the emotional responses towards the job or the employer 

and cause either attachment or withdrawal responses. Respondents B and C felt negative 

emotions towards both the job and the former bank because banks’ ways of working had 

changed, which also changed the nature of their jobs. This in turn resulted in negative 

emotional responses, eventual withdrawal from the former bank, and the switching 

decision. Such organizational changes also led the former banks’ organizational values to 

change. When the respondents no longer experienced their values being in alignment with 

the former banks., it decreased their organizational commitment towards the former 

banks.  

The switching factor of organizational changes and the nature of the job also relates to 

calculative forces from the theoretical framework. This is because, as mentioned earlier, 

calculative forces are about evaluating the level of satisfaction resulting from the current 

job, and the future value that continued employment could provide. Correspondingly, 

negative calculation or low expectancy regarding the future value increases withdrawal from 
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the employer, and therefore the chances to switch are higher. For respondents B and C, the 

changing nature of their jobs as well as the organizational changes in their former banks 

and their ways of working resulted in the negative calculation. Moreover, the respondents 

felt like the direction in which the former bank was heading, was not in alignment with how 

they wanted to do their job. This can directly be connected to low expectancy about the 

future value that the former bank would have offered to them, which then increased their 

feelings of withdrawal and eventually led them to switch to another bank. The respondents 

rationally calculated what type of value they could get from the former bank in the future 

and concluded that the value could be higher elsewhere. Organizational changes and the 

nature of the job as a switching factor strongly relate to also job embeddedness, which is 

one aspect of the theoretical framework of the study. This is because the respondents’ 

perceived person-job fit worsened, due to the occurred changes explained above. Therefore, 

also job embeddedness was driving their switching decisions.  

4.5.4 Social relations and leadership  

Social relations and leadership as a switching factor relate to constituent forces, which 

is one aspect of the theoretical framework of this study. Constituent forces drive employees’ 

willingness to either maintain or end a relationship with the people at work, such as 

colleagues or managers, which then influences switching. The feeling of attachment or 

withdrawal towards the people either decreases or increases the willingness to switch, and 

both of those feelings are evident for respondents B and E. Respondent B switched partly, 

because she wanted to maintain the relationship with the manager from the former bank, 

and therefore switched to the same bank where the manager went. Correspondingly, 

respondent E wanted to end the relationship with her manager at the former bank and 

therefore switched elsewhere. Therefore, constituent forces were present in both of their 

switching. In terms of psychological contract violation, also social relations and leadership 

relate to contractual forces, in the case of respondent E. This is because her expectations 

regarding leadership and the leader’s behavior in the former bank were not fulfilled. 

Furthermore, since the respondent did speak out about the leadership problems to the 

bank’s management but could not nor tried to fix the issue. The inability to fix or even try 

to fix the problem from the former bank’s side could be compared to the inability to respond 

to service failures, which has been identified as one reason for customers to switch banks in 

customer switching behavior from the theoretical framework of this study.  

Some respondents had very strong social relations with colleagues at the former bank, 

which could be counted as the cost of switching. However, they still evaluated the costs of 
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switching as lower than the profits. This can directly be linked to job embeddedness, 

which examines the strength of employees’ links to the current job.  

4.5.5 External factors  

External factors such as the desire for change and the willingness to get new kinds of 

challenges as a switching factor relates to moral forces, which is one aspect of the 

theoretical framework of the study. This is because respondents D and F perceived the 

switching as an advantage and a positive thing for their careers, which is why it can be said 

that the respondents’ internalized values guided their decision. Correspondingly, 

internalized values are one component of moral forces, and therefore those forces drove the 

switching based on external factors.  

The recruitment campaign that came up in the empirical findings can be connected to the 

theoretical framework through customer switching behavior. This is because, in 

customer switching behavior, banks communicate switching messages to customers of 

competitive banks and try to win them over. It is strongly related to the recruitment 

campaign, in which the objective was to recruit new banking employees from other banks 

by headhunting them. The only difference is the target group, which changes from attracting 

potential customers to attracting potential employees from competitors.  

4.5.6 Switching processes 

Table 4 in the empirical findings presents the different switching processes on the 

respondent level, and it is based on the empirical data. After presenting the identified 

processes, in-depth analysis and further development from the respondent level is required. 

It is done by analyzing the processes according to the theoretical framework of the study. 

Comparison as a switching process was evident for almost all respondents, except for two. 

The key characteristic of it is a rational comparison between different aspects of the current 

employment, and the alternative option available. However, the comparison can be about 

several things such as comparing salary, leader, career development opportunities, location, 

or the nature of the job. Impulsive switching occurred in very different contexts, namely 

dissatisfaction towards the career development possibilities, towards an incompetent leader 

or organizational changes in the former bank. The common thing in all cases is the high 

level of dissatisfaction about a specific thing in the employment, which then leads to 

impulsive decision to switch an employer. Conditional as a switching process refers to 

switching that occurs if some specific thing does or does not happen. In this context, it was 

related to internal career development and the respondent had decided to switch if she does 

not get a career step internally. The preplanned switching process was strongly related to 
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career development, such as switching whenever a specific type of role becomes available in 

the current or some other bank. The other case of preplanned switching was related to 

graduation since the respondent had decided to switch, once she graduates.   
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5 DISCUSSION AND IMPLICATIONS 

This chapter presents the main findings of the study, the theoretical contributions that it 

provides to the existing literature on the topic and draws the final conclusions. The chapter 

is divided into three parts, which are theoretical contributions, managerial implications, 

and suggestions for future research. Firstly, the purpose of the chapter is to present the 

answers to the research questions and the aim of the study, as well as to examine the 

contributions that this study makes academically.  

5.1 Theoretical contributions  

There is a lack of literature on why and how employees switch employers within an industry. 

More specifically, the factors that trigger and result in employees switching employers are 

unknown and the concept of switching is not characterized. This study examines switching 

in a banking context and it aims to identify the factors that explain why banking employees 

switch banks as employers, and how the concept of switching employers within an industry 

can be characterized. There is existing literature about quitting, and concepts explaining 

why employees quit their jobs, but not why and how employees switch employers within an 

industry.  

This study found the following switching factors: salary, career development possibilities, 

organizational changes and the nature of the job, social relations and leadership, and 

external factors. The listed switching factors explain the reasons why banking employees 

choose to switch banks as employers. For many respondents, switching was not only due to 

one of the factors, since there were several factors influencing their decision. Therefore, the 

most frequent factor is challenging to identify, however, the lack of or inadequate career 

development possibilities was a predominant factor in the empirical data. Based on the 

findings, switching can be characterized as a process and decision, that in most cases, 

requires some significant reason that triggers employees’ switching intention and 

eventually leads them to switch employers. There is a natural cycle guiding employees’ 

career paths and switching can be a neutral part of it at some point, however, this type of 

natural switching was evident in only a few respondents’ switching processes. In most cases, 

making the final decision to switch needs a significant trigger. For some, the trigger is a 

concrete thing like salary, however, mostly the switching decision is based on psychological 

aspects like employees’ feelings and opinions. Examples of these are the organizational 

values that are not mutually shared between the employee and the employer, disagreements 

in internal procedures and ways of working, disagreements in leadership practices, and 

leaders’ behavior or dissatisfaction related to career development opportunities. Switching 
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is driven by different forces, that also act as employees’ motivations to switch elsewhere. 

Also, the processes that characterize switching vary a lot from impulsive decisions to 

preplanned switching, in which the decision is considered for a longer time. Employees’ 

feelings and perceptions also impact the switching process, since for some it is a big decision 

that needs careful preplanning and some choose to switch with less consideration. Even 

though there are many similarities among employees, the switching decisions and processes 

are individual and influenced by several factors from employees’ surroundings.  

As discussed, the concept of switching is neglected in the literature and needs to be 

characterized more thoroughly. The different processes that lead to employees’ decision to 

switch are the core characteristics of the concept. Such processes for quitting are previously 

identified by Maertz and Campion (2004) as comparison, impulsive, preplanned, and 

conditional, however, those are inconclusive since they are not extended to switching. This 

study identified the processes for switching, and comparison as a switching process was 

most evident in the empirical data. Therefore, it can be concluded that the majority of 

employees make their decision based on a rational comparison between the current and the 

available option. The target of the comparison can vary from concrete things like salary 

comparison to more abstract aspects like the quality and amount of career development 

possibilities and the behavior of leaders. Also, the other processes were evident in the 

empirical findings. However, unlike Maertz and Campion (2004), this study found a new 

process identified as a neutral and natural phase at some point in the employee’s career 

development. Its characteristics are the willingness or desire for change, to get new types of 

challenges, and to experience how other companies, in this case, banks, operate in the same 

industry. Moreover, the duration of employment in the former bank influences how 

impulsively or deliberately employees make their switching decision. Based on the findings, 

the quitting processes by Maertz and Campion (2004) are extended to switching by adding 

a neutral switching process. 

In the empirical analysis, the switching factors were connected to the theoretical framework 

of the study (Figure 2). Forces driving switching are a part of the theoretical framework, and 

they are originally based on the motivational forces of quitting by Maertz and Campion 

(2004). No such forces are identified for employees switching employers within an industry, 

and therefore it is necessary to examine if the same forces drive switching and if new ones 

are found. From the theoretical framework, affective, calculative, constituent, contractual, 

alternative, and moral forces were found to drive switching. An important conclusion is that 

many forces can simultaneously drive employees’ decision to switch employers, and the 

forces act as employees’ motivations to switch. Empirical findings show that switching due 

to the lack of or inadequate career development possibilities is driven by calculative, 
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alternative, and contractual forces. Switching due to organizational changes and the nature 

of the job is driven by affective and calculative forces. Switching due to social relations and 

leadership is driven by constituent and contractual forces. External factors like the 

willingness to get new challenges and to see other employers are driven by moral forces. 

Lastly, salary as a switching factor is driven by alternative forces.  

Psychological contract violation (PCV) is one aspect of the contractual forces, but it can 

often refer to legal matters like contract breaches. This study found that PCV is strongly 

related to psychological aspects like employees’ perceptions and feelings. Employees feel 

like their expectations regarding the offered career development opportunities, salary, the 

nature of the job, leadership or organizational values are not what they had expected. This 

study extends the concept of PCV to psychological aspects, since not fulfilled expectations 

were a predominant topic in the empirical data and triggered switching in many cases. The 

PCV process in Figure 1, which is based on Azeem et al. (2020) can therefore be applied to 

switching, however, a strong connection between switching and disengagement was not 

found. Normative and behavioral forces were not found to drive switching. Out of the 

external factors, family matters and banks’ locations were not driven by any of the forces. 

Therefore, the motivational forces by Maertz and Campion (2004) are in that sense 

inconclusive and therefore this study adds a new force called external forces driving 

switching.  

Disengagement at work is a part of the study’s theoretical framework, however, it was not 

as clearly evident in the empirical findings. Disengagement at work is strongly related to 

employees’ withdrawal from work, lack of energy, and feeling careless at work (Wollard, 

2011). This study does not show a clear connection between the concept of switching 

employers and disengagement at work. However, negative emotions such as dissatisfaction, 

disagreement, or disappointment were evident in the empirical data, but feelings of 

disengagement, lack of energy, or being careless about work tasks were not identified.  

Poor leadership has been identified as a significant reason for quitting (Oh & Chhinzer, 

2021), and Biswas and Suar (2016) recognized the importance of leaders and leadership in 

keeping employees. However, its impact on switching has not been acknowledged. This 

study found that leaders and the quality of leadership influenced switching in several ways. 

A noncompetent leader and low-quality leadership trigger and result in switching, however, 

also a good leader can be the reason to switch, because employees do not want to let go of 

him or her, and therefore switch to the same bank where their former leader has gone.  

Job embeddedness explains what keeps employees at their current jobs and it consists of 

social links at work, a person-job fit, and the sacrifices related to quitting a job (Halbesleben 
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& Wheeler, 2008). This study shows that job embeddedness from strong social links at work 

is not powerful enough to keep employees from switching if the other aspects do not provide 

similar embeddedness. However, a deteriorated person-job fit due to organizational 

changes and the changed nature of the job decreases the level of job embeddedness 

significantly and can alone result in switching. In conclusion, one aspect of job 

embeddedness can be said to cause employees to switch employers.   

Shared values are one characteristic of organizational commitment (Sahi & Mahajan, 2014), 

and based on this study, especially the lack of shared values between the employer and the 

employee triggers switching. However, this study shows that it is not only the employees’ 

commitment level that matters, because switching particularly due to the lack of or 

inadequate career development possibilities, occurs since the commitment is not mutual. 

The employees can be highly committed to their employers, but they choose to switch since 

they do not receive the same commitment from the employer’s side. Employees’ 

commitment level towards the organization is quite well studied, but not the other way 

around. Yousf and Khurshid (2021) recognized the need for a committed workforce in the 

banking industry, however, this study shows that there is a need for committed employers 

in the industry, which is not well acknowledged in the literature. Continuance commitment 

is one component of organizational commitment and refers to employees evaluating the 

costs of quitting (Meyer & Allen, 1991). Previously, it has been found that continuancely 

committed employees are more tend to quit if a higher salary is provided elsewhere 

(Bloemer & Odekerken-Schröder, 2006). This study confirms that a higher salary offered 

by another bank also triggers continuancely committed employees to switch. In conclusion, 

several aspects eventually lead to decreased organizational commitment such as poor career 

development possibilities, low salary, and differing values, which then trigger switching.  

In the literature review, customer switching behavior in the banking industry was 

addressed. Non-competitive pricing is one reason why customers switch banks (Colgate & 

Hedge, 2001; Gerrard & Cunningham, 2004), and from the employee perspective, it can be 

contrasted to employees switching due to non-competitive salary. Thaichon et al. (2017) 

found the lack of personal connection as a significant driver of customer switching, and the 

empirical findings show that switching occurs because employees feel like the former bank 

does not invest in their personal careers. Also, the lack of personal connection with own 

customers and the deteriorated customer relationship resulted in employees switching 

banks. In conclusion, not only customers but also banking employees appreciate personal 

service delivery in their job and the lack of it triggers switching. Moreover, the lack of 

personal connection from several perspectives is a common driver of both customer and 

employee switching behavior in the banking industry. The interesting aspect identified in 
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the empirical findings was the recruitment campaign conducted by one of the former banks. 

Its purpose was to recruit new employees from other competitive banks, which can directly 

be contrasted to banks’ switching messages targeted at the potential customers of other 

banks (Doreén, 2014). Therefore, it can be said that banks use similar switching messages 

in getting both new customers and new employees from competitors, due to high 

competition in the industry. The inability to respond to service failures has also been 

identified as a reason why customers switch banks (Thaichon et al., 2017). In this study, it 

was found that one of the former banks did not try to fix the problems related to 

incompetent leadership and poor manager behavior, which were raised to the management. 

This resulted in the employee deciding to switch elsewhere. Therefore, the inability to 

respond to service failures or raised problems is evident in both customer and employee 

switching behavior in the banking industry. Other reasons that make customers switch 

banks are reputation, advertising, and customer satisfaction (Thaichon et al., 2017), but 

they were not found relevant for employee switching. In conclusion, there are many similar 

factors triggering customers to switch banks and employees to switch banks as employers.  

5.2 Managerial implications 

This study contributes to the banking industry and banks in the following ways: knowing 

the reasons why employees switch banks as employers helps banks to keep their current 

employees, because they know what the employees appreciate and expect from their bank 

as an employer. The majority of the respondents discussed about the lack of or inadequate 

career development possibilities, which was either their only or partly reason for switching. 

This implies that banks must either improve career development by providing reasonable 

career steps and investing in their employees on the individual level. This could be done by 

having good communication and proactively asking what the banking employees want from 

their careers, and which tasks and career steps they are interested in.  

Providing career development possibilities belongs to employer branding because it 

includes all the different tangible and intangible benefits that the employees get from the 

employment (Backhaus & Tikoo, 2014; Bussin & Mouton, 2019). The findings of this study 

emphasize the importance of both employer branding and internal branding activities in 

the banking industry. If the problem is that employees are unaware of the existing career 

possibilities, the banks should focus on improving their internal branding activities. 

Internal market research is one tool for understanding the needs of current employees 

(Staniec & Kalińska-Kula, 2021) and systematic career management is one method to create 

internal branding (Sengupta, Bamel & Singh, 2015). Also, many respondents experienced 

that the former bank could not fulfil their expectations, whether it was regarding career 
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development opportunities, the quality of leadership, or the nature of the job. Because the 

objective of internal branding aimed at the current employees is to fulfil their expectations 

regarding employment (Maurya & Agarwal, 2018), the results of this study suggest banks to 

invest more in it. It is also important to keep what is promised to the employees during the 

recruitment process, which then decreases the chances of employees feeling like their 

expectations are not fulfilled. This is done by banks carefully considering the benefits 

provided to their employees, and then communicating those benefits to both potential and 

current employees.  

Moreover, many respondents felt like organizational commitment was not mutual, since 

they were more committed to their former banks than the banks were to them. This means 

that banks must show a higher level of commitment if they want to prevent their current 

employees from switching to other banks. This study shows that oftentimes the former bank 

started acting, when the employee already had an alternative job offer on the table. 

Employer branding (EB) as a retention management technique (Tanwar & Prasad, 2016) 

could be used in achieving mutual commitment since one of its objectives is to build a 

committed relationship with the current employees (Staniec & Kalińska-Kula, 2021). 

In addition to providing career development opportunities and having open communication 

with employees, a personal connection is also needed in the relationship with the 

customers. Based on the results of this study, banking employees appreciate the opportunity 

to have a personal relationship with their customers and deliver a personal service. The lack 

of personal connection can trigger and result in employees switching to another bank, in 

which they can pursue more personal customer relationships. Therefore, this study suggests 

that banks consider their employees’ opinions, feelings, and perceptions when considering 

organizational and strategical changes. This also prevents banking employees from thinking 

that banks prioritize making a profit, at the cost of their current employees’ engagement 

and the quality of customer service.   

In today’s business environment, organizations including banks most likely face many rapid 

changes, which also requires the organizations to adjust and make certain changes. 

However, this study shows that when banks among other companies face such situations 

that requires organizational changes, employees’ perceptions should not be ignored. While 

evaluating which changes are the most profitable ones, the voice of employees must also be 

heard. This is because such organizational changes as putting branches together and 

changing the strategy in customer service inevitably influence the nature of employees’ jobs 

and work tasks. If the nature of their job changes drastically for the worse, it triggers 

switching to competitive banks.  
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In conclusion, the identified factors that result in banking employees switching banks as 

employers are salary related matters, the lack of or inadequate career development 

possibilities, organizational changes and their impact on the nature of employees’ job, social 

relations and leadership related matters, and partly external factors. Some of the external 

factors are very hard for banks to impact, especially if they concern employees’ family 

matters or such. Even though the concept of banking employees switching banks as 

employers is somewhat complex and to some extent individual process, the rest of the 

triggering factors are something that the banks can influence. Therefore, the core 

implication of this study for banks as employers, is that they need to be aware of their 

current employees’ needs and expectations. The inability to meet the needs of employees, 

whether it is related to salary, career development, organizational aspects, or leadership, 

inevitably triggers switching.  

5.3 The future research suggestions 

Regarding the future research suggestions, this study could be conducted from the company 

perspective. In this context, it would mean conducting the study from the bank’s perspective 

and having one bank as a case company. In that way banks’ switching rates could be 

included, and how banks measure the switching and generally quitting. If banks do not have 

measurements or data regarding how many employees switch to other banks and why, it 

could be an interesting research perspective to conduct as a case study. A case study could 

also be conducted in a one specific bank, by including their employees’ perspective about 

switching banks and or why they have chosen to stay. This type of case study would benefit 

the case company to a broader extent, and help the bank to keep its employees, prevent 

them from switching, and finding out the most valued aspects for employees in banks as 

employers. 

A qualitative method is used in this study and the whole research design is built according 

to qualitative guidelines. As a future research suggestion, the study could be conducted by 

using a quantitative method, since it allowed having a significantly larger sample. Such a 

study could be conducted as a case study in one bank and targeting a quantitative survey to 

all current employees. In such a quantitative survey, employees’ perceptions of switching 

and what could make them to consider switching, could be examined. Nevertheless, this 

type of study would be hypothetical since the employees have not actually switched 

employers, but it could provide useful data specifically for the case bank. It would also help 

in identifying and meeting the needs of current employees.  

In this study, there is a relatively small sample due to limited time frame and other 

limitations. Therefore, the study could be replicated by having a larger sample with more 
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respondents who have switched banks as employers. With a larger sample, there could be 

more variety in genders, positions, and other respondent characteristics. The focus in this 

study is the banking industry, but because it characterizes the concept of switching, it could 

be replicated as such in other industries than banking. Depending on the industry, the 

results could be different, which is why changing the industry would be an interesting 

suggestion for future research.   
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APPENDIX 1  

Interview questions in Finnish  

• Kauan olet ollut työelämässä? 

• Siitä ajasta, kauan olet ollut pankkialalla? 

• Milloin vaihdoit työskentelemään nykyiseen pankkiin?  

• Kauan työskentelit edellisessä/edellisissä pankeissa? 

• Oletko vaihtanut pankkia vain kerran vai useammin? 

• Kerrotko hieman nykyisestä roolistasi ja työtehtävistäsi? 

• Minkälaiset asiat ovat sinulle tärkeitä pankissa työnantajana? 

• Minkälaiset asiat saivat sinut alun perin harkitsemaan toiseen pankkiin vaihtamista? 

• Mitkä olivat varsinaiset syyt pankin vaihtamiseen? (Jos useita: osaatko laittaa niitä 
tärkeysjärjestykseen?) 

• Kuinka kauan harkitsit pankin vaihtamista, ennen lopullisen päätöksen tekoa? 

• Minkälaiset asiat saivat sinut alun perin harkitsemaan toiseen pankkiin vaihtamista? 

• Mitkä olivat varsinaiset syyt pankin vaihtamiseen? (Jos useita: osaatko laittaa niitä 
tärkeysjärjestykseen?) 

• Kuinka kauan harkitsit pankin vaihtamista, ennen lopullisen päätöksen tekoa? 

• Minkälaisiin asioihin kiinnitit huomiota jos/kun tutkit vaihtoehtoisia töitä muissa 
pankeissa?  

• Lähestyivätkö toiset pankit sinua rekrytointimielessä?  

• Millä tavalla edellinen pankki täytti/ei täyttänyt odotuksiasi (esim. työhön, työsuhteeseen) 
liittyen?  

o Entä nykyinen pankki?  

• Miten kuvailisit työsuhdetta edellisen pankin kanssa ja millaisia tunteita sinulla on liittyen 
edelliseen rooliin, työtehtäviin ja pankkiin työnantajana?  

• Millä tavalla kuvailisit sosiaalisia suhteitasi edellisessä pankissa?  

o Oliko niillä vaikutusta vaihtamiseen?  

• Minkälaisia keskusteluita edellisessä työyhteisössä oli lähtemisestä ja siirtymisestä toiseen 
pankkiin työskentelemään?  

o Entä nykyisessä työyhteisössä?  

• Kun aloit harkitsemaan toiseen pankkiin vaihtamista, kävitkö itse keskusteluita siitä 
työkavereiden kanssa? Millaisia?  
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• Koetko, että työkavereiden lähteminen tai puheet toiseen pankkiin siirtymisestä vaikuttivat 
silloin tai vaikuttavat nyt sinuun jollain tavalla?  

• Kävitkö edellisen työnantajan tai esihenkilön kanssa keskusteluita syistä, mitkä saivat sinut 
vaihtamaan?  

• Koetko, että jouduit luopumaan jostain tai uhraamaan jotain kun vaihdoit nykyiseen 
pankkiin? (Tai aikaisemmissa vaihdoissa) 

• Nykyiseen pankkiin siirtymisen jälkeen, oletko vielä harkinnut vaihtamista toiseen 
pankkiin? Miksi/miksi ei?  

• Mikä osuus tai rooli työnantajalla on ollut tähän? 
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APPENDIX 2  

Consent form regarding the data management of the master’s thesis written 
by Oona Niemenpää at Hanken School of Economics 

 

I hereby give my consent to processing my personal data, as obtained from the interview for the 
Master ‘s Thesis of Oona Niemenpää, I am about to respond to, for the purpose of scientific research.  

My personal data will be processed securely according to the data protection policy and ethical 
guidelines of Hanken School of Economics. The legal ground for processing my data is my consent 
and the Finnish Data Protection Act.  

Moreover, I understand and consent to that 

1. data that directly identifies me personally will not be visible in any results or publications 
based on the data;  

2. such part of the data that directly identifies me personally (e.g., name and email address) 
will be erased within four weeks of my response, before any analysis of the data is 
conducted; 

3. data that do not directly identify me personally (e.g., answers to interview questions without 
identifying information) will be stored maximum for six months for the purpose of 
conducting scientific research analyses; 

4. up until four weeks after my response I can withdraw my consent and have the research 
team erase my personal data, or request the research team to show, disclose, or correct my 
data; 

5. after the period of four weeks after my response, I will not be able to ask the research team 
to show, correct, or erase my personal data, or withdraw my consent to participate in the 
research. This is because after the research team has erased the data variables that directly 
identify me personally,  they cannot identify and extract my data from the overall dataset any 
more; 

6. as an exception to 2) above, such verbal descriptions which I give as responses in this study 
(e.g., by speaking on audio recording) and in which I may myself express my name or other 
information that may directly identify myself, will not be erased from the collected data after 
the period of four weeks after my response. You may therefore want to avoid expressing 
your own name or identity in your responses;  

7. as an exception to 2), such part of the data that directly identifies an organization I may work 
for or represent (e.g. , an organization’s name) will not be erased after the period of four 
weeks after my response. However, these data will also not be visible in any results 
or publications based on the data. 

8. Your contact information was received/sampled for this study from the author’s own 
network or someone working in the same organization as the respondent.   

A description record of the data processing activities of this research is available on request at 
oona.niemenpaa@student.hanken.fi. If you have further questions regarding the research or if you 
want that your personal data are to be erased or corrected, please contact 
oona.niemenpaa@student.hanken.fi. If you have complaints or other questions related to the 
processing of your personal data for this purpose, contact the data processing officer of Hanken 
School of Economics, dpo@hanken.fi” 


