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A Study on the Workplace Retention Process of Care Workers in Nursing Homes for the Elderly -
From the Perspective of Organizational Socialization -

[Abstract])
Introduction: Research Background and Purpose
Japan is projected to face a shortage of approximately 570,000 care workers by 2040. Although the
government has implemented measures such as improving working conditions and developing career
pathways, dissatisfaction with labor conditions and persistent staffing shortages continue to hinder
worker retention in practice. This study aims to clarify the workplace retention process of care
workers employed in Nursing Homes by applying the framework of organizational socialization.
Organizational socialization theory explains the adaptive process through role understanding and the
development of trust, making it a useful analytical lens for care workplaces. Focusing on workplace
retention as the central concept, this study organizes related constructs such as turnover intention,
job satisfaction, and intention to remain, and sets the following research tasks: elucidating the
retention processes of novice, mid-career, and veteran care workers; examining leaders’
perspectives; supplementing qualitative findings with text mining; and deriving strategies to promote
retention.

Chapter 1: Current Conditions and Challenges of Care Workers in Nursing Homes

Care work suffers from a negative public image and a structurally low wage level, resulting in low
occupational attractiveness, declining enrollment in training schools, and a weakening foundation for
workforce supply. Although policy reforms and infection-control measures aim to improve the
quality of care, they have simultaneously increased staff workload and psychological stress,
producing unintended side effects such as heightened risk of abuse. Many reasons for turnover stem
from interpersonal problems in the workplace, with harassment and harsh instruction cited as major
contributing factors. Facilities themselves also recognize “the difficulty of securing high-quality
personnel” as their most pressing challenge.

Chapter 2: Overview of Previous Studies and Analytical Framework

Previous studies on workplace retention among care workers have primarily focused on institutional
factors such as wages and work schedules, or environmental factors such as workplace relationships
and supervisory support. However, little attention has been paid to how individual workers
experience transitions into care work and how they interpret daily experiences that lead to retention
or turnover. Moreover, few studies have examined retention across different career stages—novices,
mid-career/veteran workers, and care leaders—within a longitudinal perspective.

This study applies organizational socialization theory, positioning workplace retention not merely as
“initial adjustment” but as a lifelong career development process. The analytical framework
incorporates classical concepts—anticipatory socialization, reality shock (RS), socialization agents,

socialization tactics, and proactive behaviors—while integrating concepts derived from workers’



narratives, such as positive RS, passive retention, meaning reconstruction, and the influence of
chance events. This framework enables a theoretically grounded description of socialization
processes unique to care workplaces.

Chapter 3: Research Methods

Participants were 24 care workers employed in Nursing Homes: 10 novices, 8 mid-career/veteran
workers, and 6 care leaders. Semi-structured interviews lasting 60—90 minutes were conducted,
transcribed verbatim, and used as data. The primary analytical method was the Modified Grounded
Theory Approach (M-GTA), supplemented by a case—code matrix to enhance the objectivity of
qualitative analysis. Text mining was also incorporated to examine the retention process from both
qualitative and quantitative perspectives. Ethical considerations included informed consent and
anonymization, and the study was approved by the Research Ethics Committee of the Graduate
School of Social Welfare, Nihon Fukushi University.

Chapter 4: Retention Process of Novice Care Workers

The retention process among novice workers was identified as a cyclical and non-linear trajectory
involving anticipatory socialization, post-entry RS, and subsequent meaning reconstruction leading
to the gradual formation of a professional identity. Novices entered care work through diverse
transitions—unemployment, career change, or family caregiving—and experienced both
expectations (“I want to help others™) and anxieties (“Can I really do this?”). After entry, they
encountered RS stemming from the difficulty of physical care, overwhelming information,
interpersonal tensions, and night-shift burdens, sometimes leading to contemplation of leaving.
Conversely, some mid-career entrants experienced positive RS—such as heartfelt gratitude from
residents, freedom from numerical quotas, and comfortable facility environments—which functioned
as “unexpected good fortune” and served as psychological resources that offset early difficulties.
Passive retention based on constrained choices (“I have nowhere else to go,” “I must continue for

financial reasons”) was also observed and conceptualized as “passive retention.”

Chapter 5: Retention Process of Mid-Career and Veteran Care Workers

For mid-career and veteran workers, role transitions triggered by transfers or promotions generated
new RS. Through challenges such as education, supervision, interprofessional collaboration, and
team management, workers progressed toward becoming “core staff.” However, they also faced
tensions symbolized by “balancing welfare and financial viability,” the “black box” created by
infection-control restrictions, and conflicts between work and family responsibilities. These findings
highlight structural vulnerabilities inherent in Nursing Homes that destabilize retention among
experienced workers.

Chapter 6: Care Leaders’ Perceptions of the Retention Process

Care leaders perceived retention factors in terms of five categories: socialization agents,
socialization tactics, RS, learning tasks, and proactive behaviors. Supportive senior staff,
approachable leaders, and cohesive unit climates promoted retention, whereas harsh supervision,
public reprimands, insufficient staffing, and dissatisfaction with working conditions heightened

turnover intention. Leaders also recognized “unit personality,” “interpersonal compatibility,” and
“the balance between stability and risk” as neutral factors that could promote or hinder retention



depending on circumstances. While leaders viewed novice support as their highest priority, they also
faced institutional constraints and heavy workloads, revealing the need for support for the supporters
themselves.

Chapter 7: Integrated Analysis of Retention Processes Across Career Stages
Text mining of interview data reinforced qualitative findings. Frequent terms such as “novice,”
“interpersonal relationships,” and “support” indicated that leaders conceptualize retention primarily

29 ¢

through interpersonal factors. Co-occurrence patterns involving “socialization agents,” “professional

expertise,” and “turnover intention” suggested that organizational factors and family circumstances
jointly shape retention or departure. Overall, retention was reaffirmed as a product of interactions
between individual meaning-making and organizational support.

Chapter 8: Integrated Discussion

This study conceptualized workplace retention as a non-linear, cyclical process shaped by
interactions between individual factors (motivation, values, life stage) and organizational factors
(training, systems, workplace culture, relationships). By incorporating concepts such as positive RS,
meaning reconstruction, and chance events, the study extends organizational socialization theory
beyond its traditional scope.

Focusing on Nursing Homes as “places of daily living,” the study identified structural
vulnerabilities—including the “black box™ of closed care spaces and the tension between welfare
and financial viability—and clarified their influence on workers’ meaning-making and career
development. Including care leaders’ perspectives further revealed the burdens and constraints faced
by those responsible for supporting others. The integrated model presented here illustrates how
individual meaning-making and organizational support interact over time, offering a theoretical

foundation for designing retention strategies.

Conclusion: Findings, Significance, and Limitations

This study proposed retention strategies across macro, meso, and micro levels: flexible audit
systems, life-stage-responsive work arrangements, improved compensation, support for
practitioner-led research, mid-career onboarding, enhanced interprofessional collaboration, care-plan
education, leadership development, unit-level matching, and peer support for leaders. Limitations
include the regional specificity of the sample, reliance on self-reported narratives, absence of
turnover cases, and constraints of text-mining interpretation. Future research should involve
multi-site comparative studies, longitudinal designs including turnover cases, and intervention
studies on socialization agents.

Overall, this study demonstrates that workplace retention among care workers in Nursing Homes is a
dynamic process shaped by the continuous interaction of individual and organizational factors,

offering theoretical, empirical, methodological, and practical contributions.
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