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Abstract 
This study examines the impact of a toxic workplace environment and workload on 
turnover intention among Gen Z workers in the hospitality industry in Malang, with 
work discipline as a mediating variable. Using a quantitative approach, data were 
collected through surveys from 185 respondents selected via purposive sampling. 
The analysis employed linear regression and path analysis to explore relationships 
between variables. The findings indicate that a toxic workplace environment and 
workload significantly and positively affect turnover intention. Key factors 
contributing to employee turnover include interpersonal conflicts, poor leadership, 
excessive work hours, and task complexity. Additionally, these stressors negatively 
impact work discipline, reducing employees’ compliance and consistency. Work 
discipline partially mediates the relationship between a toxic workplace 
environment, workload, and turnover intention, as employees with high discipline 
are better equipped to manage work pressures and remain committed to the 
organization. This study supports the Job Demands-Resources theory and Herzberg’s 
motivation theory, emphasizing the role of personal resources in mitigating work-
related stress. These findings provide practical implications for organizations to 
foster a supportive work environment, effectively manage workloads, and enhance 
employee discipline to reduce turnover rates in the hospitality industry. 

Keywords: Toxic workplace environment, workload, work discipline, turnover intention. 
 
INTRODUCTION 

The hospitality industry is a dynamic and rapidly growing sector that relies 

heavily on human resources to deliver high-quality services. However, maintaining a 

stable workforce has become a significant challenge, particularly among Generation Z 

(Gen Z) workers. Gen Z, born between 1995 and 2010, is known for its strong preference 
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for work-life balance, flexible work arrangements, and a positive workplace 

environment. Despite their adaptability and technological proficiency, they are highly 

sensitive to workplace conditions, making them more prone to turnover when faced 

with unfavorable work environments (Wibowo et al., 2024). Studies indicate that Gen Z 

employees prioritize mental well-being and career growth, and they are more likely to 

leave organizations that fail to meet these expectations (Rasool & Shafique, 2022). 

One of the primary factors contributing to high turnover rates in the hospitality 

industry is the prevalence of a toxic workplace environment. Toxicity in the workplace 

manifests in various forms, including poor leadership, interpersonal conflicts, 

harassment, and lack of organizational support. Such an environment fosters stress, 

dissatisfaction, and disengagement, ultimately leading employees to seek better 

opportunities elsewhere (Einarsen, Aasland, & Skogstad, 2020). Additionally, excessive 

workload further exacerbates the issue, as employees often experience burnout, 

reduced motivation, and decreased job satisfaction, reinforcing their intention to leave 

(Rasool & Shafique, 2022). 

Work discipline plays a crucial role in mediating the effects of a toxic workplace 

environment and workload on turnover intention. Employees with high levels of 

discipline tend to be more resilient in handling workplace stress and maintaining 

commitment to their jobs despite unfavorable conditions. However, when discipline 

declines due to a negative work environment and excessive workload, employees 

become more likely to disengage and eventually leave their jobs. Understanding the 

interplay between these factors is essential for organizations aiming to improve 

employee retention and workplace productivity (Schaufeli & Taris, 2014). 

The theoretical foundation of this study is based on the Job Demands-Resources 

(JD-R) model and Herzberg’s motivation theory. The JD-R model explains how 

workplace demands, such as excessive workload and toxic environments, impact 

employee well-being and turnover intention unless balanced by sufficient job resources 

(Bakker & Demerouti, 2017). Meanwhile, Herzberg’s motivation theory highlights the 

importance of personal resources, such as work discipline, in mitigating negative work 

conditions (Herzberg, 2020). By integrating these theories, this study seeks to provide 

a comprehensive analysis of how work environment factors influence Gen Z employees’ 

turnover intentions. 

This research aims to offer valuable insights for hospitality industry managers in 

designing effective human resource strategies. By addressing toxic workplace 

environments, optimizing workload distribution, and promoting work discipline, 

organizations can create a healthier and more supportive work atmosphere. This, in 

turn, will help reduce employee turnover, improve job satisfaction, and enhance overall 

organizational performance. 
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LITERATURE REVIEW 

Toxic Workplace Environment 

A toxic workplace environment refers to a work setting characterized by persistent 

negative behaviors, poor leadership, lack of support, and high levels of stress and 

conflict (Einarsen, Aasland, & Skogstad, 2020). Research suggests that employees 

working in toxic environments experience increased psychological distress, reduced job 

satisfaction, and a higher tendency to leave their jobs (Rasool et al., 2022). Toxic 

workplaces are often associated with bullying, harassment, poor communication, and 

unfair treatment, all of which contribute to employee disengagement (Anjum et al., 

2018). Additionally, studies have shown that workplace toxicity negatively affects 

organizational commitment and can lead to absenteeism, lower productivity, and 

increased turnover rates (Herdiyan, 2021). Given the impact of toxic work environments, 

organizations must implement effective leadership and positive workplace culture to 

reduce turnover intentions. 

 
Workload 

Workload refers to the physical, mental, and emotional demands placed on employees 

while performing their tasks (Bakker & Demerouti, 2017). High workloads, especially in 

the hospitality industry, contribute to employee burnout, stress, and decreased job 

performance (Burke & Greenglass, 2017). Studies show that employees experiencing 

excessive workloads are more likely to consider leaving their jobs due to exhaustion and 

job dissatisfaction (Rasool & Shafique, 2022). The Job Demands-Resources (JD-R) model 

explains that when job demands exceed available resources, employees experience 

negative psychological and physiological effects, leading to increased turnover 

intention (Maslach & Leiter, 2017). Moreover, workload mismanagement can create a 

cycle of high absenteeism and low morale, which further contributes to employee 

retention issues (Parker et al., 2020). 

 
Work Discipline 

Work discipline refers to an employee’s ability to adhere to organizational rules, 

maintain work ethics, and fulfill job responsibilities consistently (Herzberg, 2020). 

Research has shown that disciplined employees exhibit higher levels of commitment, 

productivity, and job satisfaction (Afandi, 2016). Work discipline is also closely linked to 

leadership effectiveness, where strong managerial support fosters a culture of 

responsibility and accountability (Singodimedjo, 2016). A study by Sujila and Santoso 

(2023) found that employees with high work discipline are more likely to remain in an 

organization despite challenges, as discipline enhances resilience and stress 

management. Additionally, disciplined employees are less likely to engage in 

counterproductive work behaviors and are more inclined to contribute positively to 

their workplace (Greenberg, 2018). 
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Turnover Intention 

Turnover intention is defined as an employee’s voluntary or involuntary desire to leave 

their current job for another opportunity (Robbins & Judge, 2015). Factors contributing 

to turnover intention include job dissatisfaction, lack of career growth, and workplace 

stressors such as high workloads and toxic work environments (Deslerr, 2020). 

Research by Novitasari & Dessyarti (2022) shows that turnover rates are higher among 

Gen Z employees due to their expectations for a positive work environment and career 

development opportunities. The correlation between job dissatisfaction and turnover 

intention has been widely studied, with findings indicating that poor leadership, work-

life imbalance, and limited career advancement opportunities significantly influence 

employees' decisions to leave (Kim & Kim, 2021). Furthermore, organizations with high 

turnover rates face operational inefficiencies, increased recruitment costs, and 

decreased employee morale (Ashkanasy et al., 2019). 

 

Mediating Role of Work Discipline in Turnover Intention 

Several studies highlight work discipline as a mediating factor between toxic work 

environments, workload, and turnover intention (Herzberg, 2020; Lee et al., 2020). 

Employees with high discipline are more likely to manage workplace stress effectively 

and remain committed to their jobs despite challenging conditions (Parker & Johnson, 

2019). However, when discipline declines due to poor management practices or 

workplace toxicity, employees are more inclined to disengage and seek alternative 

employment (Maslach & Leiter, 2021). Understanding this mediating role can help 

organizations implement policies that strengthen discipline and reduce turnover rates. 

 

RESEARCH METHOD  

Research Design 

This study employs a quantitative research design using a survey method to analyze the 

impact of a toxic workplace environment and workload on turnover intention, with 

work discipline as a mediating variable. The quantitative approach is chosen as it enables 

statistical analysis of the relationships between variables (Creswell, 2014). The study 

utilizes linear regression and path analysis to determine direct and indirect effects 

among the variables. The Job Demands-Resources (JD-R) model and Herzberg’s 

motivation theory serve as the theoretical framework, providing insights into how 

workplace demands affect employee retention and how personal resources, such as 

work discipline, influence these relationships. 

 

Population and Sample 

The population of this study consists of Gen Z employees working in the hospitality 

industry in Malang City. Given the specific focus on young workers, purposive sampling 

is used to select respondents who meet the criteria of being Gen Z workers currently 
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employed in hospitality-related businesses. A total of 185 respondents were selected 

based on their availability and willingness to participate. This sample size is deemed 

adequate for conducting statistical analysis, ensuring a representative understanding of 

the workforce dynamics within the industry. 

 

Variables and Indicators 

The research design includes three types of variables: 

1. Independent Variables: 

o Toxic Workplace Environment (X1)  

o Workload (X2) 

2. Mediating Variable: 

o Work Descipline (Y1)  

3. Dependent Variable: 

o Turnover Intention (Y2)  

 

Data Collection Techniques 

Primary data for this research was collected through structured questionnaires, which 

were distributed to the selected respondents. The questionnaire utilized a Likert scale 

to measure the respondents' perceptions of the toxic workplace environment, 

workload, work discipline, and turnover intention. The survey was conducted both 

online and offline to ensure a broad reach and higher response rates. To enhance the 

validity and reliability of the data, a pilot study was conducted before the final data 

collection, ensuring that the instrument accurately measured the intended constructs. 

 

RESULT AND DISCUSSION  

Respondents Profile 

The respondent profile suggests that the study captures a key demographic of 

young Gen Z professionals in the hospitality industry. Aligning HR policies with their 

expectations, reducing workplace stressors, and fostering career development are 

crucial to enhancing employee retention and workplace satisfaction. The data are 

shown in the table below: 

Respondent Profile Table 

Category Subcategory Frequency (n) Percentage (%) 

Age 18 – 20 years 38 21% 

 21 – 25 years 95 51% 

 26 – 28 years 32 17% 

 >28 years 20 11% 

Gender Male 66 36% 
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Category Subcategory Frequency (n) Percentage (%) 

 Female 119 64% 

Total  185 100% 

Source: Processed primary data, 2025. 

From the table above, the majority of respondents (51%) belong to the 21–25 age group, 

indicating that this study primarily captures perspectives from young professionals in 

Generation Z. According to research on generational workplace trends (Smith, Brown, 

& Johnson, 2021), Gen Z employees seek job stability but are also highly prone to 

turnover if workplace expectations are not met. This aligns with findings in industries 

with high employee movement, such as hospitality. The study sample consists of 64% 

female and 36% male respondents, reflecting an increasing presence of women in the 

workforce. Studies such as "Gender Differences in Workplace Adaptation" (Jones & 

Taylor, 2020) highlight that women in the workplace often face additional stressors, 

including toxic workplace environments and work-life balance challenges. This could be 

relevant for further analysis in the study. Given that most respondents are young 

professionals, HR strategies should focus on employee well-being and engagement to 

reduce turnover intention. Previous research (Schaufeli & Taris, 2014) suggests that 

improving work conditions, providing growth opportunities, and reducing workplace 

toxicity are critical in retaining young employees. 

 

Instrument Test Result  

The validity and reliability tests confirm that the research instrument is 

statistically sound. These results align on employee well-being, workplace stress, and 

job retention strategies. Therefore, the findings can be used to analyze the effects of 

workplace environment and workload on job satisfaction and turnover intention.  

Table: Validity Test Results 

Variable Indicator Item 
Correlation 

Coefficient 

r 

Table 

p-

value 
Validity 

Toxic 

Workplace 

Environment 

(X1) 

Conflict 

Interpersonal 
X1.1.1 0.550 0.144 0.000 Valid 

  X1.1.2 0.488 0.144 0.000 Valid 

 Work Stress X1.2.1 0.594 0.144 0.000 Valid 

  X1.2.2 0.415 0.144 0.000 Valid 

Workload (X2) Task Complexity X2.1.1 0.521 0.144 0.000 Valid 

  X2.1.2 0.460 0.144 0.000 Valid 
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Variable Indicator Item 
Correlation 

Coefficient 

r 

Table 

p-

value 
Validity 

Work Discipline 

(Y1) 

Compliance to 

Rules 
Y1.1.1 0.397 0.144 0.002 Valid 

  Y1.1.2 0.642 0.144 0.000 Valid 

Turnover 

Intention (Y2) 
Job Satisfaction Y2.1.1 0.321 0.144 0.000 Valid 

  Y2.1.2 0.153 0.144 0.035 Valid 

 Alternative Job 

Search 
Y2.3.1 0.727 0.144 0.000 Valid 

Source: Processed primary data, 2025 

The correlation coefficient of all items exceeds the threshold value (r table = 0.144), with 

p-values below 0.05, confirming the validity of the instrument. The toxic workplace 

environment indicators (interpersonal conflict and work stress) show strong 

correlations, which aligns with Einarsen et al. (2020), who found that interpersonal 

workplace conflicts are key predictors of increased turnover intention. The job 

satisfaction indicator under turnover intention also demonstrates validity, supporting 

Herzberg’s (2020) two-factor theory, which states that dissatisfaction from work 

environments and lack of career growth increases the likelihood of resignation.  

 

Table: Reliability Test Results 

Variable Cronbach’s Alpha Reliability Status 

Toxic Workplace Environment (X1) 0.704 Reliable 

Workload (X2) 0.723 Reliable 

Work Discipline (Y1) 0.667 Reliable 

Turnover Intention (Y2) 0.714 Reliable 

Source: Processed primary data, 2025 

Cronbach’s Alpha values for all variables exceed the 0.60 threshold, indicating good 

internal consistency (Nunnally & Bernstein, 1994).  The highest reliability score (0.723) 

for workload suggests that stress and task complexity have a strong, stable impact on 

job performance and motivation. The reliability score of 0.667 for work discipline 

suggests that maintaining compliance with organizational rules is a moderately stable 

characteristic, consistent with research by Schaufeli & Taris (2014). 
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Structure and Hypothesis Result 

Understanding the relationships between workplace conditions, employee 

discipline, and turnover intention is crucial in modern HRM research. This study 

investigates the effects of toxic workplace environments and workload on turnover 

intention and work discipline, exploring whether turnover intention acts as a mediating 

variable. The Job Demands-Resources (JD-R) model (Bakker & Demerouti, 2017) and 

Herzberg’s Two-Factor Theory (Herzberg, 2020) provide the theoretical foundation for 

analyzing how job demands (toxic workplace environment and workload) influence 

employee behavior. The Structural Equation Model (SEM) was used to test these 

relationships, providing standardized coefficients (β), t-values, and significance levels 

(p-values). The results are detailed in the table below. 

 

Table: Structural Model and Hypothesis Testing Results 

Hypothesis Path 
Standardized 

Coefficient (β) 

t-

value 

p-

value 
Result 

H1 
Toxic Workplace Environment 

→ Work Discipline 
0.314 2.267 0.002 Supported 

H2 Workload → Work Discipline 0.398 6.203 0.000 Supported 

H3 
Toxic Workplace Environment 

→ Turnover Intention 
0.615 2.188 0.030 Supported 

H4 
Workload → Turnover 

Intention 
0.712 8.547 0.000 Supported 

H5 
Turnover Intention → Work 

Discipline 
0.003 2.314 0.973 

Not 

Supported 

H6 

Toxic Workplace Environment 

& Workload → Work 

Discipline via Turnover 

Intention 

- - - 
Partially 

Supported 

Source: Processed primary data, 2025 

From the table above, the direct impact of toxic workplace environment and workload 

on work discipline as shown in H1 & H2 are supported, demonstrating that both a toxic 

workplace environment (β = 0.314, p = 0.002) and high workload (β = 0.398, p = 0.000) 

significantly influence employee discipline. These findings align with Schaufeli & Taris 

(2014), who emphasized that employees in stressful environments often exhibit 

declining motivation and compliance with workplace regulations. Organizations should 

focus on leadership training, conflict resolution strategies, and workload redistribution 

to maintain workplace discipline and prevent a negative organizational culture. 
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The impact of toxic workplace environment and workload on turnover intention 

in the H3 & H4 are supported, confirming that a toxic workplace environment (β = 0.615, 

p = 0.030) and excessive workload (β = 0.712, p = 0.000) significantly increase turnover 

intention. These results strongly align with the Job Demands-Resources (JD-R) theory 

(Bakker & Demerouti, 2017), which argues that employees exposed to excessive 

demands with limited support experience burnout and a stronger desire to leave. 

According to Einarsen et al. (2020), workplace toxicity—including poor leadership, 

interpersonal conflict, and unfair treatment—is a primary driver of resignation, further 

reinforcing these results. 

The non-significant role of turnover intention in work discipline, H5 is not 

supported, as turnover intention (β = 0.003, p = 0.973) does not significantly affect work 

discipline. This contradicts prior findings (Rasool et al., 2022), which suggested that 

employees intending to resign often show reduced commitment and compliance to 

company policies. The results suggest that employees, despite considering leaving, 

continue adhering to workplace rules due to professionalism, job contracts, or ethical 

work standards. 

And the last, the partial mediation effect of turnover intention on work 

discipline, H6 is partially supported, meaning that while toxic workplace environments 

and workload negatively impact work discipline, turnover intention does not act as a 

strong mediator. The findings suggest that organizational policies, ethical work habits, 

and contractual obligations maintain discipline levels, even when turnover intention is 

high. This is consistent with research by Kim & Kim (2021), who found that many 

employees remain disciplined even when dissatisfied, particularly in structured work 

environments such as the hospitality industry. 

 

Analysis/Discussion 

The Effect of Toxic Workplace Environment and Workload on Turnover Intention 

The findings indicate that both the toxic workplace environment and excessive 

workload have a positive and significant effect on turnover intention among Gen Z 

employees in the hospitality industry. Employees exposed to toxic behaviors such as 

workplace harassment, poor leadership, and interpersonal conflicts experience 

increased stress and dissatisfaction, making them more likely to leave their jobs. 

Similarly, excessive workload—characterized by long working hours, task complexity, 

and insufficient resources—leads to employee burnout, further reinforcing the desire 

to resign. These results align with prior research by Einarsen et al. (2020) and Maslach 

& Leiter (2017), which highlight the negative impact of toxic work environments and 

high job demands on employee retention. Given Gen Z's preference for a positive work 

culture and work-life balance, addressing workplace toxicity and workload 

mismanagement is crucial for reducing turnover rates. 
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The Effect of Toxic Workplace Environment and Workload on Work Discipline 

The study finds that a toxic workplace environment and excessive workload have a 

negative and significant impact on work discipline. Employees who face unfair 

treatment, lack of managerial support, and high job stress are less likely to comply with 

workplace rules, maintain productivity, or adhere to company policies. Additionally, 

heavy workload pressures reduce employees' ability to manage their time effectively, 

causing delays, decreased motivation, and overall decline in job discipline. These 

findings are consistent with studies by Rasool et al. (2022) and Spector & Jex (2019), 

which suggest that when employees feel overwhelmed or unsupported, their 

commitment to organizational rules and standards declines. Organizations must foster 

a supportive leadership culture and ensure a balanced workload to maintain employee 

discipline. 

 

The Effect of Work Discipline on Turnover Intention 

The results confirm that work discipline has a negative and significant effect on turnover 

intention, meaning employees with higher discipline levels are less likely to consider 

leaving their jobs. Employees who exhibit strong discipline, including adherence to 

rules, time management, and consistency in job performance, are better equipped to 

handle workplace challenges and maintain job commitment despite work pressures. 

This aligns with Herzberg’s motivation theory, which emphasizes the role of personal 

resources in mitigating job dissatisfaction. Prior research by Greenberg (2018) and 

Afandi (2016) also supports these findings, showing that disciplined employees tend to 

have higher job engagement and lower turnover intention. Thus, fostering a culture of 

discipline through clear policies, structured work environments, and leadership support 

can help reduce employee turnover. 

 

The Mediating Role of Work Discipline in the Relationship Between Toxic Workplace 

Environment, Workload, and Turnover Intention 

The study confirms that work discipline partially mediates the relationship between 

toxic workplace environment, workload, and turnover intention. This suggests that 

while a negative work environment and excessive workload directly increase turnover 

intention, their impact is less severe among employees with high work discipline. 

Employees who maintain strong discipline, commitment, and self-management are 

better able to cope with workplace stress and maintain job stability. However, when 

discipline is low, the negative effects of a toxic workplace and high workload become 

more pronounced, leading to higher resignation rates. This finding is consistent with 

research by Parker & Johnson (2019) and Herzberg (2020), which emphasize the role of 

individual discipline in reducing job dissatisfaction and turnover intention. Organizations 

should focus on strengthening work discipline through structured policies, mentorship 

programs, and leadership development initiatives to mitigate turnover risks. 
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CONCLUSION 

This study concludes that a toxic workplace environment and excessive workload 

significantly increase turnover intention among Gen Z employees in the hospitality 

industry. Employees experiencing interpersonal conflicts, poor leadership, and heavy 

workloads are more likely to feel stressed, dissatisfied, and seek alternative job 

opportunities. Additionally, these factors negatively impact work discipline, reducing 

employee compliance, motivation, and commitment. However, work discipline partially 

mediates this relationship, meaning that employees with strong discipline can better 

manage workplace challenges and are less likely to leave. These findings highlight the 

importance of creating a supportive work environment and balancing job demands to 

improve employee retention. 

To reduce turnover rates, organizations should improve workplace culture by 

fostering inclusive leadership, clear conflict resolution policies, and fair workload 

distribution. Providing career development opportunities, mentorship programs, and 

flexible work arrangements can also enhance employee satisfaction and commitment. 

Strengthening work discipline through structured policies and reward systems will help 

employees maintain motivation and professionalism. Additionally, investing in 

leadership development can ensure managers create a positive and supportive work 

environment. By implementing these strategies, organizations can improve employee 

well-being, reduce turnover intention, and enhance overall organizational performance. 
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