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Abstract
The failure to retain key employees is an expense that can lead to decreased productivity, profits,
and efficiency. The improvement of employee-development practices is integral for business
leaders who are focused on reducing an employee’s likelihood of leaving the company.
Grounded in job-embeddedness theory, the purpose of this qualitative multiple case study was to
explore the employee-development strategies leaders use to improve employee retention and
reduce cost resulting from turnover. The participants included 6 managers from 2 companies in
Connecticut who had experience with employee-development policies to improve retention. The
data collection process included semistructured interviews and public documents collected from
individual participants. Data were analyzed using Yin’s 5-step data analysis method, and 3
themes emerged: effective retention activities, productive employee-development approaches,
and positive impression of employee-development approaches. A key recommendation for
business leaders is to update the companies employee-development policy by evaluating the
productivity of the current approaches and identifying gaps that could be addressed by additional
development opportunities. The implications for positive social change include the potential to
improve employee morale and decrease levels of stress through the implementation of
development policies to improve retention. Improving the development level of employees may
result in promotions or performance bonuses, which can benefit local economies through

increased saving, spending, and investment in the community.
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Section 1: Foundation of the Study

The retention of employees is important for the productivity of organizations of
all types and sizes. Employee turnover has both direct and indirect costs for organizations
(Wang, Wang, Xu, & Ji, 2014). Fibuch and Ahmed (2015) estimated that a health care
organization could save more than $1.3 million annually by reducing turnover by 1%. In
an increasingly competitive marketplace, retaining top employees has become essential
for organizational leaders to maintain a competitive edge for their companies’ products
and services. Employment for most workers may seem insecure, but for those with
specialized skills or talents, the opposite is true (Goldberg, 2014). In addition to
conferring competitive advantage benefits, improved retention has a positive effect on
employee performance (Lawson & Shepherd, 2019).

The use of employee-development practices at companies in Connecticut in
relation to retention was the focus of this study. | sought to determine how employee-
development plans may have a positive effect on employee retention. In this section, |
present the background of the problem, problem statement, purpose statement, nature of
the study, research question, conceptual framework, operational definitions, significance
of the study, and literature review.

Background of the Problem

Employees constitute one of the drivers of success for any business. By
developing employees to assume future leadership roles, business leaders can ensure that
the cultural substance, ideologies, values, and norms of the organization persist through

leadership changes through knowledge transfer (\Valentine, 2012). The leaders of



companies attempt to attract or develop high-caliber workers, and retaining these
employees requires investment from the company (Dey, 2009).

Turnover is costly to organizations, based on the investment that companies must
make to hire, train, and develop employees (Arshadi & Shahbazi, 2013; Bajwa, Yousaf,
& Rizwan, 2014). Improvement of retention rates is within a company’s best interest
(Fidalgo & Gouveia Borges, 2012). Focusing on and improving employee-development
programs could allow businesses to reduce costs while better enabling them to retain top
talent.

Problem Statement

Organizational leaders find that high costs are related to the hiring process;
therefore, companies have instituted employee-development practices to reduce costs
related to external recruitment and to improve morale (Mohd Noor & Dola, 2012).
Employees who participate in employee-development initiatives are 18.8% less likely to
leave the company within the first 5 years of their employment (Manchester, 2012). The
general business problem is that retaining top talent has become challenging for company
leaders (Mirji & Mane, 2012), potentially resulting in loss of productivity and revenue.
The specific business problem is that some company leaders lack the strategic tools to
implement employee-development programs to improve employee retention.

Purpose Statement

The purpose of this qualitative exploratory multiple case study was to explore

what employee-development strategies leaders use to improve employee retention and

reduce costs due to turnover. Six managers of corporate employees in Connecticut



participated in one initial interview and follow-up interviews to share their employee-
development strategies to improve employee retention. Managers provided related
documents that supported the information provided during their interviews. The data
from this study may impact businesses by providing company leaders with the rationale
to create and/or improve their employee-development operations. The information from
this study may also provide examples of the successes and failures of employee-
development efforts within other organizations. Application of the findings may have
implications for positive social change through an increase in employee morale and
productivity and a decrease in turnover that promotes business growth.
Nature of the Study

In order to explore the strategic tools that managers use to implement employee-
development programs to improve employee retention, a qualitative method with an
exploratory multiple case study design was appropriate. Qualitative research is used to
explore and understand how individuals have experienced a phenomenon (Bernard, 2013;
Uluyol & Akgi, 2014). The aim of qualitative research is mainly to explore a
phenomenon (Morse, Lowery, & Steury, 2014). Performing data analysis on qualitative
data involves dismantling, segmenting, and reassembling data to form meaningful
findings to draw inferences (Rahman & Areni, 2016). Researchers performing qualitative
content analysis concentrate on portraying reality by discovering meanings from textual
data (Silverman, 2014). 1 did not make use of large-scale numerical data collection
methods because of the smaller scale of the population and sample; thus, quantitative or

mixed-method approaches were not appropriate for this study. The purpose of a



qualitative study is not to test a hypothesis or understand a problem through an
interpretive and statistical perspective (Yin, 2018). Both the quantitative and mixed
methods were insufficient and not appropriate for this study.

Baxter and Jack (2008) described the evidence derived from multiple case studies
as robust and reliable. In describing the analytical benefits, Yin (2018) found that
multiple case studies are more compelling than single case studies. Yin (2018) noted that
the multiple case study method allows investigators to retain the holistic and meaningful
characteristics of real-life events, such as individual life cycles, small group behavior,
organizational and managerial processes, neighborhood change, school performance,
international relations, and the maturation of industries. Other qualitative designs, such as
narrative, phenomenology, and ethnography, were not appropriate for this study because
my focus was not on a specific individual or occurrence and did not revolve around a
specific cultural group. The investigation of real-life events and perceptions of more than
a single case justified the selection of the qualitative multiple case study design.

According to Yin (2018), the case study design is divided into three categories:
exploratory, explanatory, and descriptive. Yin noted that the differences between the
categories are not always clear; the categories may overlap. In an exploratory case study,
the researcher is investigating either what has occurred or what is occurring within the
target population (Yin, 2018). The researcher presenting an explanatory case study
discusses a phenomenon and describes what it means (Yin, 2018). A descriptive case
study is a description of what has happened as a result of a certain phenomenon and may

take the form of a narration (Yin, 2018). The exploratory case study method was



appropriate for this study because | explored the tools and strategies that were used to
improve retention at companies in Connecticut. The other case study categories,
descriptive and explanatory, were not appropriate for this study because the focus of my
research was not describing the results of turnover or presenting an explanation of the
meaning of employee-development or retention.
Research Question

The research question for this study was the following: what strategic tools do

managers use to implement employee-development programs to improve employee

retention?

Interview Questions

1. What employee-development strategies have you used at your company?

2. What changes has your company made with regard to employee-development
since you have been with the company?

3. What strategies have you used to develop employees within your branch?

4. What role have the employee-development efforts of yourself played in the
retention of employees?

5. What role have the employee-development efforts of your company played in
the retention of employees?

6. Is there anything additional that you would like to add that could contribute to

my research?



Conceptual Framework
In developing the conceptual framework grounding this study, I drew from theory
related to employee turnover and methods to improve retention. Job-embeddedness
theory provided a conceptual framework to explore what strategic tools managers use to
implement employee-development programs to improve employee retention. Job-
embeddedness refers to the collection of factors, including employee satisfaction,
development, and incentives, that compel employees to stay in their jobs; this concept is
important in understanding how to prevent employee turnover (Avery, Wu, & Holley,
2015). In their study on the effect of job-embeddedness on job frustration, citizenship
withdrawal, and employee deviance, Avery et al. (2015) stated that the most embedded
employees were less likely to experience job frustration and leave the company or
organization. In addition, Khattak et al. (2012) found that when leaders focused on job-
embeddedness strategies to improve employee morale and job satisfaction, their
employees were more likely to remain with the company. For this study, the focal theme
that | drew from job-embeddedness theory was employee-development and its use to
improve retention.
Operational Definitions
Employee morale: Employee morale is the measure of the overall viewpoint of
employees while at work in the work environment. Happy employees typically have high

morale (Hannif & Lee, 2013).



Employee retention: Employee retention is a company’s ability to retain its
workforce, usually measured as a percentage of the workforce that remains with the
organization from one year to the next (Aruna & Anitha, 2015).

External hiring: External hiring is the process of finding, recruiting, and hiring
talent from outside the existing staff to fill open positions (Mohd Noor & Dola, 2012).

Internal development: Internal development is the process of growing, nurturing,
improving, or strengthening an organization’s employees using internal resources with
the goal of promoting staff and increasing company productivity (Yang, Wan, & Fu,
2012).

Job-embeddedness: Job-embeddedness encompasses all forces that collectively
influence employee retention (Khattak et al., 2012). Common forces include training,
compensation, career planning, performance appraisal, work environment, and supervisor
support (Khattak et al., 2012).

Succession planning: Succession planning is the process of identifying and
developing existing employees to fill future positions within the company (Ahmadi,
Ahmadi, & Abbaspalangi, 2012).

Tuition reimbursement: Tuition reimbursement is a company tool used to provide
employees with company funds to pursue higher education opportunities related to their
current job or organizational direction (Manchester, 2012).

Work environment: Work environment includes the physical location of
employment as well as additional factors such as air quality, noise level, coworkers, and

office perks or benefits (Gabler & Hill, 2015).



Assumptions, Limitations, and Delimitations

It is important to communicate the importance of one’s work with confidence, but
without exaggerating the merits of what one has accomplished (Simon & Goes, 2013). As
a researcher, my role was to provide information regarding the purpose, control, and
location used to justify the limitations of the study. In this section, | explicate the
assumptions, limitations, and delimitations of this study.
Assumptions

Assumptions are factors that may be influential in a study for which no hard data
are available to prove or disprove their existence (Mitchell & Jolley, 2012). One
assumption of this study was that the happiness of an employee is due to the efforts of the
organization. Although the organization may be using practices that have proven to
improve employee morale, employee satisfaction does not derive from only these
practices. By gathering data from multiple sources, | assumed that each participant
answered interview questions honestly, without preemptive pressure from the employer,
and provided only relevant additional artifacts.
Limitations

Limitations are potential weaknesses that can affect a study (Mitchell & Jolley,
2012). One possible limitation of this multiple case study was that the target area only
included two companies in Connecticut. These companies had operations across the

country, but this study only included data from locations within Connecticut.



Delimitations

Delimitations are restrictions or boundaries imposed to focus the scope of a study
(Mitchell & Jolley, 2012). The boundaries used for this study encompassed companies
within the state of Connecticut. Companies selected for the study included a national
hotel chain and a national insurance provider.

Significance of the Study

Understanding the impact that employee-development strategies have on
employee turnover may influence how businesses achieve success in their industries. The
significance of this study resided in its exploration of the strategic tools that managers use
to implement employee-development programs to improve employee retention. This
section begins with a description of how the results of this study could contribute to
business practice, followed by the implications for social change that may result from this
study.
Contribution to Business Practice

The importance of employee retention to the success of businesses has been
documented in research. Fidalgo and Gouveia Borges (2012) and Pomfret (2014)
documented the importance of employee retention and its benefits related to a reduction
in turnover cost. Likewise, Sharma (2016) has documented the importance of employee
satisfaction on employee retention. The role of employee-development, specifically in
relation to employee retention, was the focus of this study. By focusing on employee-
development, the results of this study may provide practitioners with a basis for the

creation or restructuring of employee-development strategies within their organizations.
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Implications for Social Change

This study may have a positive effect on both employees and employers.
Employees may receive increased training opportunities to improve personal
development while also becoming more empowered by their organizations. Promotions,
pay increases, and a better sense of self are among potential outcomes for employees,
which may lead to improved employee morale. Employers may gain workers with an
increased knowledge base and a greater likelihood of remaining loyal to their
organization, which may decrease turnover. The results of the study may influence
company leaders to develop strategies that increase employee morale and productivity
and decrease turnover to promote business growth.

A Review of the Professional and Academic Literature

In the following section, | provide background on recent scholarly research on
employee turnover and retention practices in companies of various sizes in different
countries and industries. | made use of the Walden University library database to source
the professional and academic literature used in this review. The two primary databases
searched were Business Source Complete/Premier and ABI/Inform Complete, although
other databases such as Google Scholar and Emerald Management Journal were useful as
well. The following were keywords used to search the databases: employee retention,
employee turnover, retention planning, retention tactics, employee turnover issues,
employee morale, development, employee development, and job embeddedness.

The literature review begins with further discussion on job-embeddedness theory,

the conceptual framework grounding this study. The next set of literature revolves around
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the issue of employee turnover and its impacts on profitability, company work
environment, leadership perception, and employee morale. The next section, on retention
tactics, covers different tactics used by companies or suggested by researchers to improve
employee turnover. Covered in the final section of this review is a discussion of
employee-development with examples from peer-reviewed sources on the subject.

The literature review contains material from peer-reviewed journal articles,
webpages, and books. The literature review contains 103 total sources. One hundred one
or 98% of the sources in this literature review are peer-reviewed articles. Eighty-eight or
86% of the total sources have a publication date within the past 5 years, from 2015 to
2020.

The entire study also contains material from peer-reviewed journal articles,
webpages, and books. The entire study contains 231 total sources. One hundred ninety-
nine or 87% of the sources in this study are peer-reviewed articles. One hundred ninety-
five or 85% of the total sources have a publication date within the past 5 years, from 2015
to 2020.

Job-Embeddedness Theory

Job-embeddedness theory provided the foundational framework to explore what
strategic tools managers use to implement employee-development programs to improve
employee retention. Job-embeddedness involves a collection of forces that influence
employee retention. Nica (2018) found that job-embeddedness is negatively related to the
leave intention of employees and noted that job-embeddedness is a significant predictor

of employee turnover in organizations. Results from Shibiti (2019) also indicated a
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positive relationship between job-embeddedness and retention factors. The concept of
job-embeddedness is growing in popularity, and it is important for leaders to understand
how to develop/integrate embeddedness practices within their organizations in order to
improve retention (Nica, 2018).

Employees who are embedded with their organization are less likely to experience
turnover intentions (Mitchell, Holtom, Lee, Sablynski, & Erez, 2001; Narayanan, 2016).
Mitchell et al. (2001) cited three critical elements of job-embeddedness: (a) the links
between people or activities, (b) the fit of the company community with employees and
different aspects of their lives, and (c) the sacrifice as a result of breaking these linkages
or fit. Links are described as formal or informal connections between the employee and
the company or other employees (Mitchell et al., 2001). The more linkages an employee
has, the more that employee is tied to the job and organization (Narayanan, 2016). Fit is
described as an employee’s perceived comfort and compatibility within the organization
and its environment (Mitchell et al., 2001). By improving employee fit through
recruitment, selection, training, and development activities, companies can experience
improvement in retention (Qing, Mayfield, & Mayfield, 2018). Sacrifice is described as
the perceived cost associated with forfeiting links and fit by leaving the company
(Mitchell et al., 2001). The more an employee values what would be given up by leaving,
the more difficult it is to leave (Qing et al., 2018).

Employee Turnover
Projections of the number of future physicians indicate the need for hospitals to

develop strategies to minimize the financial impact of employee turnover. Fibuch and
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Ahmed (2015) estimated a shortage of 91,500 physicians in the United States by 2020,

positing that by 2025, the shortage would grow to 130,600 physicians. The loss of
productivity has an effect when the employee first exhibits turnover intent, and until the
employee officially leaves the organization. (Fibuch & Ahmed, 2015). Involuntary
turnover of workers is a significant concern in today’s organizations. Basnyat and Chi Sio
(2019) cited increases in recruitment, training, and replacement costs as reasons why
employers must retain internal talent and employee knowledge. The reasoning behind
Basnyat and Chi Sio’s stance on retention involved the substantial investment incurred by
the observed organizations on training, development, and maintenance of employees.
Researchers estimated that a health care organization could save more than $1.3 million
annually by reducing turnover by 1% (Fibuch & Ahmed, 2015). Turnover of physicians
affects not only the bottom line of a hospital but also the quality of service offered to
patients. Based on information from previous studies, Fibuch and Ahmed suggested that
healthcare organizations incorporate a retention strategy into their overall business
strategic plan.

According to Abu and Worku (2019), the workforce is an essential resource that
helps companies remain competitive in their given industry. Due to their importance to an
organization, retaining efficient and experienced employees is vital for successful
performance (Abu & Worku, 2019). Turnover intention is viewed as a precursor to
turnover and is described as an employee’s withdrawal from the organization while
actively seeking other career or employment opportunities (Haque, Fernando, & Caputi,

2019). Based on a sample of 283 employees, Abu and Worku found human resources
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(HR) practices to have a significant impact on the turnover intent of employees. The
reduction of employee turnover in the workforce offers a financial benefit for
organizations that have invested in their human capital (Haque et al., 2019).

The competitive job market has caused many organizations to struggle with
attracting and retaining a talented workforce (Weis & Rosendale, 2019). As a result, the
reduction of employee turnover and the retention of key staff members has become a
focus of company leaders (Weis & Rosendale, 2019). The voluntary turnover of key
employees is particularly detrimental to company performance and requires special
attention (Kim, Tam, Jeong-Nam, & Rhee, 2017). Voluntary workforce turnover can lead
to a loss in profits and competitiveness due to project delays and a reduction in product
quality (Tam & Le, 2018). Kim et al. (2017) found the turnover intent of employees to be
influenced by organizational-level factors, as opposed to those at the interpersonal level.
Weis and Rosendale (2019) noted that departments with younger employees tended to
experience higher workforce turnover and suggested that managers should be careful to
hire workers who fit their positions well to avoid early termination.

As organizations invest resources in the hiring of skilled staff, it becomes
important for leaders to work on retention efforts (Tura, 2020). Igbal (2016) discussed the
high cost incurred by organizations related to turnover as a primary reason for
improvement. According to Landry, Schweyer, and Whillans (2017), the cost to replace
an employee ranges from 30% up to 150% of the departing employee’s yearly
compensation. Igbal identified poor work environment, unclear communication of

objectives, and lack of rewards as leading causes of turnover. Tura (2020) proposed
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arranging a pleasant work environment, giving promotions, and offering development
opportunities as a valuable means of increasing retention probability.

The cost of turnover is not easy to calculate but has a significant impact on the
profitability of many organizations (Kiernan, 2018). The 2008 economic downturn forced
many organizations to reduce their workforce, but today there is a shortage of skilled
labor, which has increased competition for the best employees (Hadi & Ahmed, 2018).
Hadi and Ahmed (2018) described attracting, recruiting, and retaining skilled employees
as a “war on talent” that is the primary focus of every organization. Kiernan (2018) found
that the turnover rate for pilots was 46%, much higher than the average turnover rate of
15% in other industries, and they found the per-capita cost of pilot turnover to be higher
as well. Based on this research, Kiernan suggested that controlling costs related to
turnover is critical, especially in industries with a shortage of skilled labor.

Employee turnover creates significant consequences within organizations (Garg,
2018; Hale, Ployhart, & Sherpard, 2016). Based on results from engineering firms, Garg
(2018) found that turnover had a negative impact on multiple performance-related
outcomes. Hale et al. (2016) developed a two-phase model of a turnover event, with
Phase 1 being the initial disruption and Phase 2 being the recovery period. Based on their
results, Hale et al. found that turnover events lead to an immediate and negative change
in branch-level performance in Phase 1 and cause a more prolonged recovery in Phase 2
when a management-level employee leaves a company. Garg also highlighted the

importance of retention due to the higher cost of hiring and training a new employee.
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Women have struggled to reach leadership positions within many organizations
(Johnson & Tunheim, 2016). There is a need for alternative methods for the development
and retention of women in the workplace, especially in relation to taking parental leave
and maintaining work-life balance. Women who temporarily exit the workplace and then
return face challenges that make staying or advancing difficult (Collins & Abichandani,
2016). The process of returning to work demotivates many women, leading to poor
performance and an increased likelihood of separation (Collins & Abichandani, 2016).
Based on their study of 851 women chartered accountants (CA), Ribeiro, Bosch, and
Becker (2016) found various workplace resources that had a negative effect on the
turnover intent of women, including financial advancement, growth opportunities, and
improvement of work-life balance. Meaningful learning and development can aid in the
retention of women in the workplace (Collins & Abichandani, 2016).

Turnover intention is defined as the estimation or probability of an individual
leaving the organization in the near future (Dhanpat, Madou, Lugisani, Mabojane, &
Phiri, 2018). Lyons and Bandura (2019), noting that turnover may be voluntary or
involuntary, suggested that employers focus on the voluntary turnover of talented
individuals. There are many unwanted aspects of turnover, including work disruption,
productivity loss, loss of institutional knowledge, increased competition, and potential
loss of strategic knowledge (Lyons & Bandura, 2019). In their study of 282 call-center
employees, Dhanpat et al. (2018) found a negative relationship between work-life
balance and an employee’s intention to leave as well as limited compensation. Emotional

burnout was also a significant contributor to an employees’ turnover probability.
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Employers that are able to manage the retention of employees effectively can gain a
sustainable competitive advantage.

The ups and downs of employee emotions have a complex impact on the work
environment in many organizations (Cho, Rutherford, Friend, Hamwi, & Park, 2017).
The inability to manage these emotions may lead to health risks as well as increased job
stress (Cho et al., 2017). Expanding the role of employees may improve organizational
efficiency but may lead to increased employee turnover intention due to job stress (Jamal,
2016). Job stress has a significantly negative effect on job satisfaction and, thus,
employee retention (Sharma, 2016; Yang, Ju, & Lee, 2016). According to Cho et al.
(2017), job stress has also resulted in an estimated $300 billion annually in turnover,
absenteeism, and medical expenses in the United States.

Employee turnover is disruptive to many organizations due to direct and indirect
costs related to turnover and their impact on profitability (Chukwu, 2019). Many findings
from researchers on the effects of employee turnover rates have been consistent across
different industries (Call, Nyberg, Ployhart, & Weekley, 2015). An increase in turnover
rate by one standard deviation was found to be associated with an additional loss of 8.9%
in profits (Call et al., 2015). Based on such results, researchers have found that the
turnover rate and turnover rate change interact with one another to influence changes in
unit performance. Chukwu (2019) stated that the retention of employees requires many
elements but suggested that employees are more likely to leave when denied promotion.
Managers seek to retain higher quality employees because their loss has greater negative

cumulative effects on overall performance (Call et al., 2015).
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In Brazil, 19 million jobs were created between 2000 and 2010; however, two-
thirds of these jobs ended before 12 months had passed (Ferreira & Almeida, 2015). The
importance of maintaining qualified employees for the success of organizations is not a
new theme. Ferreira and Almeida (2015) used data obtained from management reports
and the information systems of 26 of a firm’s stores to investigate the relationship
between employee turnover and performance in a retail setting. In their study, turnover
reduced the sales of the firm’s stores and cost the organization between 1.35% and 9.8%
of annual gross revenue (Ferreira & Almeida, 2015). These findings confirmed a strong
relationship between employee turnover and sales and support results from previous
studies. The main problem associated with turnover for many organizations is the
draining of experienced employees (Kundu & Lata, 2017). Due to increased competition
for top talent and the need to retain the most productive employees to maintain a
competitive advantage, a company’s workforce has become a valuable strategic asset
(Kundu & Lata, 2017).

The high turnover rate within the information technology (IT) industry is a major
issue facing organizations globally (Naidoo, 2018). Due to the 15% turnover rate of IT
employees in India, the focus of organizations in the IT industry is to reduce the turnover
intention of employees in efforts to reduce actual turnover (Sharma & Nambudiri, 2015).
The purpose of Sharma and Nambudiri’s (2015) research was to examine the relationship
between job—leisure conflict, job satisfaction, and turnover intention for professionals
working in IT service provider organizations in India. Researchers collected data from

173 IT professionals from various companies using questionnaires. Sharma and



19

Nambudiri found that job satisfaction plays a vital role in the turnover process and
suggested that those organizations that struggle with high attrition rates should provide
employees time to pursue out-of-work interests (Sharma & Nambudiri, 2015). Based on
the results of 158 respondents, Naidoo (2018) found that improved employee satisfaction
reduced job stress and turnover intent and suggested that higher priority be given to role
ambiguity. Researchers have suggested that these findings are relatable across different
industries(Naidoo, 2018; Sharma & Nambudiri, 2015).

The availability of other employment opportunities is one cause of employee
turnover. The Job Openings and Labor Turnover Survey (JOLTS) of the U.S. Bureau of
Labor Statistics (BLS) has gathered data on job openings and labor turnover in order to
examine factors that reflect the health of the U.S. and international economies (Bauer,
2015). Data on labor-market turnover, as well as the relationship between job openings
and unemployment, can provide valuable information about an economy (Bauer, 2015).
As the labor market expands, job availability may increase, and the number of people
looking for a job may decline (Bauer, 2015). With the supply of information systems (IS)
professionals declining and demand rising, it has become increasingly difficult for
company leaders to hire additional staff. Employee disengagement has costly impacts on
productivity, profitability, and stress levels within the workforce (Wolff, 2019). IS
professionals are asked to do even more when turnover occurs, often leading to burnout,
turnover, and turnover intentions (Armstrong, Brooks, & Riemenschneider, 2015).

Levels of employee engagement are measured by HR professionals and company

leaders when attempting to improve retention. Smith and Macko (2014) revealed that an
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average of 10.4% of staff resigned from their jobs in 2010, costing the U.K. economy
£42bn. Smith and Macko noted that there is limited research known about the impact of
employee engagement on employee turnover. They suggested that identifying a causal
link would provide a focal point for HR professionals looking to reduce turnover within
their organizations. To measure employee engagement and its relationship to turnover,
researchers distributed questionnaires to employees of one of the largest food retailers in
the United Kingdom. Based on responses from 64 participants, Smith and Macko
concluded that employers looking to make cost savings and reduce turnover would best
focus on increasing levels of employee engagement within their organizations. Based on
their research, Jungsun and Gatling (2018) found that individuals with a higher level of
employee engagement were less likely to leave their organization. Smith and Macko also
identified key issues for company leaders to focus on, including communication, the role
of the line manager, and listening to employees’ views.

Employees’ perception of their job plays a role in their likelihood of remaining
with the organization. In an effort to determine the effects of organization cynicism on
employee turnover in the Pakistani banking sector, Khan (2014) collected data from 250
participants using surveys and analyzed that data using SPSS software. According to
Erkutlu and Chafra (2017), organization cynicism had a negative relationship to
employee satisfaction and suggested that leaders make an effort to improve the
psychological capital of the workforce. Cynicism refers to the negative or unethical
attitude employees hold towards their jobs and occurs when those employees feel

effortless in solving perceived organizational issues (Khan, 2014). Organizations often
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find themselves struggling with negative employee reactions such as stress, organization
cynicism, and turnover (Mehta, 2016). Khan found that organizational cynicism
decreases both job satisfaction and intrinsic motivation while raising stress levels and
turnover intent of the workforce. Organizations could manage cynicism by fostering an
open and honest atmosphere, providing realistic goals, and promoting cooperation among
individual employees. A positive change could occur in cynical employees through
training and interventions (Khan, 2014).

High turnover is a major challenge that can lead to undesired consequences for a
company, including the loss of a talented employee, an increase in labor replacement
cost, and morale and motivation issues (Jnaneswar & Ranjit, 2019). A decrease in
employee turnover leads to cost savings for organizations by reducing the costs involved
in the training of new workers and rebuilding internal knowledge or employee
relationships (Faulk & Hicks, 2016). According to Jnaneswar and Ranjit (2019), leaders
should be managed to keep turnover at an optimum level and suggest a low turnover rate
is always good for organizations. Employees that feel valued by the organization improve
morale, reduces turnover and knowledge loss, and increases company efficiency and
effectiveness (Faulk & Hicks, 2016). An excellent organizational climate also ensures
low turnover and should be a focus of management (Jnaneswar & Ranjit, 2019).
Retention Tactics

Voluntary employee turnover has a substantial negative impact on company
profits, valuable organizational knowledge, and internal skillset, especially in the

technology sector due to their expensive IT labor force (Kessler, 2014). Kessler (2014)
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collected data using surveys to present the reasons for voluntary turnover of employees in
Israel from the IT employees™ perspective. Kessler found job satisfaction to have a
negative effect on voluntary turnover and indirect effects on emotional variables,
commitment, motivation, and loyalty. Based on these findings, organizations should
develop ways to prevent voluntary turnover by implementing strategies to improve job
satisfaction. Leider, Harper, Shon, Sellers, and Castrucci (2016) correlated job
satisfaction with pay satisfaction, organizational support, and employee involvement. In
addition, Leider et al. suggested more research to understand the determinants of job
satisfaction and how to retain employees based on the expectation of increasing voluntary
turnover in the coming years. Lu, Lu, Gursoy, and Neale (2016) highlighted the
influence of employee dedication on satisfaction and turnover intentions. Amongst
management-level employees, work engagement factors did influence job satisfaction
and reduced turnover intentions.

Talent management activities are a means to improve the retention of skilled
employees and reduce the turnover intent within a workforce (Johennesse & Chou, 2017).
Efficient and loyal employees are the most valuable asset of an organization, which
makes it imperative for employers to invest in talent management activities (Johennesse
& Chou, 2017). Although attracting skilled employees is necessary, it is more important
for company leaders to retain the employees they have already invested in (Worku,
2018). Using data from 297 employees, Worku (2018) suggested that company leaders
focus on remuneration, job satisfaction, and organizational commitment to retain key

employees. Based on their research, Johennesse and Chou (2017) recommended three
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talent management activities that will aid in the retention of the most talented workers;
remuneration, training, and business coaching.

The pay or other compensation-related benefits that an employee receives for
their service is called remuneration (Pregnolato, Mark, Bussin, & Schlechter, 2017).
Shabane, Schultz, and van Hoek (2017) collected questionnaires from 275 employees to
determine the relationship between satisfaction, remuneration, and retention. According
to Bussin and Brigman (2019), organizations could benefit from understanding the
remuneration preferences of their workforce in order to retain the most talented
employees. Pregnolato, et al. (2017) described benefits, performance recognition,
remuneration, and career opportunities as the most important elements that would lead to
an employees’ retention. Shabane, et al. (2017) found the remuneration received by an
employee to have a significant mediating impact on their satisfaction and, thus, turnover
intent. Bussin and Brigman (2019) found no significant differences in the remuneration
preference of workers based on age, years of service, or performance but noted
differences between preference based on gender.

Although the approach may vary from company to company, all companies strive
for the same result: more employee motivation and retention and less employee
dissatisfaction and turnover (Kassar, Rouhana, & Lythreatis, 2015). According to Abate,
Schaefer, and Pavone (2018), the most satisfied employees reported less job burnout and
are more likely to remain with the company. To examine the effects of cross-cultural
training programs on the turnover and satisfaction of employees, Kassar et al. (2015)

distributed and collected 96 questionnaires from expatriate employees from 10 different
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companies in five countries. Kassar et al. found that company inclusion of cross-cultural
training programs did lower employee turnover and improved employee satisfaction. Doe
and Thomas (2018) also noted the positive effects of cross-cultural training techniques on
employee performance and job stress. Using the U-Curve adjustment theory, Lawson and
Shepherd (2019) highlighted five elements that should be integrated into cross-cultural
programs to improve performance and retention. The five elements included anticipatory
adjustment, cultural distance, cultural congruency, methods, and cultural diversity
training (Lawson & Shepherd, 2019).

There are benefits to including fun activities in the workplace to improve
retention (Joyce & Barry, 2016). The role of fun in the workplace is significant and offers
a means of escape for employees, which improves engagement, satisfaction, and
performance (Plester & Hutchison, 2016). According to Jorge and Sutton (2017), fun
included physical, social, mental, and blended workplace activities. Plester and Hutchison
(2016) found empirical connections between workplace fun and employee retention and
suggest the inclusion of various fun activities offers an organization the opportunity to
stimulate high engagement. Hussain, Qazi, Ahmed, Streimikiene, and VVveinhardt (2018)
found that a playful environment led to employees with higher motivation, engagement,
and retention. Joyce and Barry (2016) included fun as one of their six recommendations
to successfully hire and retain millennial employees.

The U.S. Equal Employment Opportunity Commission (U.S. EEOC) provides tips
to improve retention, which include the improvement of advancement and development

opportunities. Agencies can ensure that all employees have equal opportunities for
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advancement by creating and funding individual development plans and career
development programs. Agencies can include these programs in their succession plans to
ensure that they identify and develop well-qualified candidate pools (feeder pools) for
their senior grade levels (U.S. EEOC, 2019). Due to the concerns of increasing staff
shortages in the future, Tursunbayeva (2019) suggested the strengthening of Human
Resource practices to mitigate the problem. Longoni, Luzzini, and Guerci (2018) found
human resource management practices to have a positive impact on financial
performance and a mediating impact on the relationships between leadership and
employees.

Although an estimated 70% to 90% of employees personalize their workspaces,
very few researchers have determined how personalization affects employees (Bryon &
Laurence, 2015). Bryon and Laurence (2015) used interviews with individual employees
as well as workspace observations to gather data on the effects of personalization on
employee behavior. Not all items used to personalize workspace communicated identity,
but in general, personalization items increased employee’s comfort and happiness within
their workspace (Bryon & Laurence, 2015). Bangwal and Tiwari (2019) noted that
employee satisfaction depended on various elements of workspace design and suggested
that the employee perceptions of workspace design elements deserve special attention.
Based on their findings, Bryon and Laurence suggested that it would be unwise for
organizations to place stringent limits on employee personalization due to the identified

benefits. Personalization helps an employee regulate their emotions, directs their
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activities toward goal-related pursuits, and builds and develops relationships with others
(Bryon & Laurence, 2015).

The opportunity to speak is only part of the communication process between
employees and supervisors. Employees also react to whether they believe the supervisor
as actively listening to their statements (Lloyd, Boer, Keller, & Voelpel, 2015). In their 2-
part study on the impact of supervisor listening on emotional exhaustion, turnover intent,
and citizenship behavior, Lloyd et al. (2015) found supervisors’ listening efforts reflected
the perceptions that employees have of their supervisor’s listening. Furthermore, these
perceptions were associated with emotional exhaustion, citizenship behavior, and
turnover intent. Nordin, Romeo, Yepes-Baldo, and Westerberg (2018) noted that
managers play an important role in the creation of a work environment that is attractive to
employees. The manager’s role is to foster an environment that is reflective of the
organizational culture (Nordin, et al., 2018). Supervisor listening encourages two-way
communication and elicits speaker self-disclosure (Lloyd et al., 2015). The outcomes that
arise from the perception of supervisors failing to listen actively to their employees;
emotional exhaustion, citizenship behavior, and turnover, influence organizational
performance, highlight the importance of these results for organizational success.

The retention of talented employees is a difficult predicament faced by company
leaders, Idris (2014) stated that due to the competitive nature of the business environment
in developing countries. Because simply increasing financial benefits is an unsustainable
retention tool, Idris performed personal interviews with local bank managers to determine

the effectiveness of different flexible working practices on retention. Based on data
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recovered from the eight participants, Idris found flex time as a popular and effective
benefit used in Malaysian banks to retain employees while part-time and job-sharing
tactics were least impactful. “Impact of Perceived Flexible” (2019) found the use of
flexible work options to increase job satisfaction, reduce work-related stress, and improve
retention of IT employees in India. Based on the results of 203 questionnaires, “Impact of
Perceived Flexible” (2019) recommends that managers invest in communication and
training that demonstrate the use of flexible work options. Idris noted that elements of
organizational culture, particularly a lack of trust and a low sense of accountability, posed
the most significant obstacles in implementing flexible work practices.

The need to retain and develop high performing employees is a major concern for
organizations today (Patidar, Gupta, Azbik, Weech-Maldonado, & Finan, 2016;
Tamunomiebi & Okwakpam, 2019). Succession planning enables leadership continuity
and the retention of inherent knowledge that is integral to the success of many
organizations (Phillips, 2019). Based on a sample of 22,717 hospital observations,
Patidar, et al. (2016) found a positive relationship between the presence of succession
planning and the financial performance of the hospitals. Several factors contribute to an
employees’ intention to remain with a company and pursue leadership opportunities.
According to Phillips (2019), the development and implementation of succession
planning leads to the creation of traits and abilities of future organizational leaders.

The relationship between HR practices and employee citizenship behavior plays a
role in the retention of the workforce. Chang, Nguyen, Kuo-Tai, Kuo, and Lee (2016)

tested the existence of a relationship between four HR practices and the citizenship
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behavior of employees. Employees with a positive impression of their recruitment and
career development were more likely to exhibit citizenship behavior (Chang, et al., 2016).
Interpersonal citizenship behavior (ICB) is all social and professional interactions
between employees and supervisors. Dachner, Ellingson, and Tews (2017) sampled 429
employees to explore the relationship between ICB and turnover intention. As ICB
relationships improve, the likelihood of an employee voluntarily leaving the company
decreased (Dachner, et al., 2017). Both Chang et al. (2016) and Dachner et al. (2017)
suggest that employees demonstrated a positive perception of employer practices geared
towards the improvement of citizenship behavior.

Monetary rewards are a positive determinant of employee morale and turnover
intention (Mustafa & Ali, 2019). Aguinis, Joo, and Gottfredson (2013) discussed how and
why companies should use a monetary reward-based system. Money has always been a
positive motivator for employees, but money can be difficult for a company to give
employees more money in order to retain them. Aguinis et al. presented a plan on how a
monetary reward system should be constructed using performance as a guideline that
included five principles: (a) define and measure performance accurately, (b) make
rewards contingent on performance, (c) reward employees in a timely manner, (d)
maintain justice in the reward system, and (e) use monetary and nonmonetary rewards.

Employee-Development

Based on the rapid changes within the business environment, it is the

responsibility of both employees and management to make the necessary workplace

changes to maintain a competitive edge (Chaubey, Kapoor, & Negi, 2017). Leaders
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within organizations are aware that talented human resources are valuable resources, and
if they can manage these resources effectively, trained employees will produce a
maximum return on investment (Saadat & Eskandari, 2016). In the study designed to
examine the perception of employees regarding the effect of training within
organizations, Chaubey, et al. (2017) collected data from 148 participants from various
service organizations by using surveys. The largest percentage of employees expressed a
positive perception of training and suggested that these programs enhanced the
competency, knowledge, and interpersonal skills of the workforce (Chaubey, et al.,
2017). Vooijs, Bossen, Hoving, Wind, and Frings-Dresen (2018) found participation in
training programs to have a positive relationship with the knowledge and skills of the
workforce. In addition, employees offered training expressed an increased level of loyalty
to their employer, a statistic that could improve company retention rates.

The training of employees is an aspect of making an organization profitable
(Ameeg-ul-Ameeq & Hanif, 2013). In their study on the impact of training on employee-
development, Ameeq-ul-Ameeq and Hanif (2013) found that employee training did have
a positive effect on both employee attitudes and perception. From the 20 questionnaires
used on employees, Ameeg-ul-Ameeq and Hanif found that 70% of employees felt
training helped them to be more efficient and increased their interest in their jobs.
Overall, Ameeg-ul-Ameeq and Hanif suggested that the training of employees does play
an integral role in the performance and perception of an organization. Training and
development programs have a positive effect on the overall cognitive skills of a

workforce (Khan, Bashir, Abrar, & Sagib, 2017). Based on their study of 254 banking
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employees, Khan, et al. (2017) found that an increase in the cognitive skills of the
workforce leads to improved creativity and organizational performance.

In regards to the cost benefit theory, Zhong and Wu (2020) postulated that
company financial performance diminishes as an organization incurs costs resulting from
turnover. Organizational success and growth are dependent on the retention of key
employees, which is why management must focus on a mixture of pay increases and
training programs to improve satisfaction (Tadesse, 2019). According to Vetrakova and
Benova (2017), although organizations possess capital and advanced equipment, they are
not able to fully able to realize the benefits of these resources without the continuous
development of their workforce. The investment in employee-development was found to
have a direct relationship to the reduction of the voluntary turnover rate in most
organizations (Vetrakova & Benova, 2017).

Workers in an organization are always in need of training and development
programs to improve their abilities and sufficiently perform in their roles (Jayakumar &
Sulthan, 2014). In their study to determine the employee perception of such programs,
Jayakumar and Sulthan (2014) concluded that training and development programs had
enhanced productivity, motivation level, and morale of employees. In a discussion of
talent management and its relation to employee engagement, Deepika and Sampurna
(2018) found efforts that focused on increasing the internal skills of employees aided in
employee morale and productivity. Deepika and Sampurna (2018) advised leaders of
organizations to develop and refine talent management activities to engage employees

and improve retention. In addition, Jayakumar and Sulthan suggested the continued
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improvement of training and development would have a positive effect on the
organization overall.

Job rotation is a type of on-the-job training where an employee is encouraged to
acquire knowledge by providing coverage in different aspects of employment for that
profession (Hodgson, Al Shehhi, & Al-Marzougi, 2014). Shah, Shaikh, and Pirzada
(2018) found job rotation as an effective way to maximize employee performance and
improve the financial results of the firm. Hodgson et al. (2014) used online surveys to
collect data from 100 employees in the United Arab Emirates (UAE) organizations to
study the effects of job rotation on employees in organizations. Researchers suggested
that job rotation has a significant effect on employee performance and satisfaction in
United Arab Emirates organizations (Hodgson et al., 2014). By affecting employee
satisfaction, it is reasonable to suspect that job rotation could affect an employee’s
turnover intent.

Succession planning is important because it can take years to develop effective
senior managers (Pandiyan & Jayalashmi, 2016). The benefit of effective succession
planning programs is the retention of talented employees and overall organizational
culture (Tamunomiebi & Okwakpam, 2019). Moore (2018) noted that the use of
succession-planning techniques led to the preservation of organizational culture and
intellectual capital necessary for company success. By developing the employees within
the company to assume future leadership roles, the cultural substance, ideologies, values,
and norms remain throughout leadership changes. The development and implementation

of a leadership succession plan is integral to the achievement of business continuity
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(Pandiyan & Jayalashmi, 2016). Although company cultures will evolve due to
economic, environmental, or competitive changes, Moore postulated that leadership
continuity would aid in the retention of talent and reduction of turnover related costs.

Human capital consists of employees, their congenital and acquired knowledge,
skills, abilities, attitudes, and competencies. Human capital can directly affect the success
of a company. In order to create a sufficient supply of capital, company leaders must
invest in the training and development of their workforce (Sirkova, Alitaha, & Ferencova,
2014). Based on analysis from Sirkova et al., employees did have a positive outlook on
further development and its associated benefits (improved knowledge base, raises, and
promotions). An improved knowledge base or certifications are associated with lower
employee turnover rates (Dineen & Allen, 2016). Improved communication and a better
understanding of supervisor decision making as likely benefits of increased investment in
human capital (Sirkova et al.).

Kapil and Rastogi (2017) described job-embeddedness as the construct that
explains why employees choose to remain with their organizations. Kapil and Rastogi
also noted that the most extremely embedded employees exhibited better job performance
than their peers. In their study on job-embeddedness, Dechawatanapaisal (2018) used
data retrieved from 1028 accountants in Thailand to determine which job-embeddedness
Human Resource practices had a positive effect on employee retention. Practices
observed included performance appraisals, monetary incentives, and career development.
Dechawatanapaisal found monetary rewards and availability of career development

opportunities to have the best impact on employee retention. Based on the results from
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their sample of 365 IT professionals, Kapil and Rastogi found a significant relationship
exists between job-embeddedness and the engagement and performance of the workforce.

In order to maintain organizational citizenship, company leaders need to shift
their focus to training and developing current employees (Adom, 2018). In a study
concerning the effects of training and development on organizational innovation, Sung
and Choi (2014) hypothesized that organizations that increased their investments in
training and development would benefit from improved, innovative performance and
retention. Kontoghiorghes (2016) found a high correlation between retention and the
extent to which the organization has a change-, quality-, and technology-driven culture.
The training and development investments of an organization create a climate for
constant learning that facilitates the exchange of knowledge and ideas among employees
(Sung & Choi, 2014). Researchers collected data from 260 Korean companies across
different industries and analyzed using structural equation modeling (SEM) practice.
Sung and Choi found that increased organizational spending on internal training
structures resulted in the increased innovative performance of the overall company and
increased organizational commitment. This relationship was more influential in
organizations in the most innovative industry climates.

Employers expect their investment in training to improve organization
productivity by raising the capacity of the organization’s collective skills, an assumption
that relies upon workers remaining within the investing organization (Kennett, 2013).
Employers have different views on the relationship between employee-development and

turnover (Kennett, 2013). Some employers felt reluctant to invest in training due to the
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fear that employees could leave because of their new skills. In contrast, other employers
felt development, as a retention strategy, could build organizational capacity. Kennett
found that those organizations that adopted team development models had the lowest
employee turnover due to employees gaining a sense of belonging, organizational
commitment, and job satisfaction by working together. Tura (2020) found the training
and development of a team to have a significant impact on turnover intention and also
suggested encouraging employees to participate in decision making and arranging a
productive working environment. In addition, Kennett found that Individual development
often led to high employee turnover when coupled with perceived job alternatives, a lack
of internal growth opportunities, or when taken on by the employee self-directed.

Tuition reimbursement is a relatively low-cost HR tactic that has a positive impact
on the productivity and retention of an employee (Spencer, Gevrek, Chambers, &
Bowden, 2016). According to Spencer, et al. (2016), the amount of tuition reimbursement
was also a significant predictor of increased productivity and intention to stay. Spencer et
al. (2016) also suggest maximizing tuition reimbursement in organizations where
employee retention and productivity are the focus. Xiang and Xu (2019) discussed the
benefits of tuition reimbursement, a common employee-development technique, on
retention compared to other HR tactics. According to Xiang and Xu, research suggests
that tuition reimbursement plays a critical role in attraction, retention, and motivation yet;
not all companies are able to offer this benefit.

With a focus given to organization performance, Mirji and Mane (2012) gathered

information on a Business Process Outsourcing (BPO) firm to determine the issues
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related to employee retention at the firm as well as uncover patterns of the problem.
Based on the current competitive climate, a skilled workforce is an asset that an
organization must use to its advantage. The researchers found employee-development
opportunities to be a significant driver of an employee’s decision to stay or leave their
company (Mirji & Mane, 2012). Mustafa and Ali (2019) explored the perception of
monetary rewards and non-monetary rewards on employee motivation and turnover
intention. Based on survey data from 100 bank employees, Mustafa and Ali found
monetary rewards and competency development to influence turnover intention
positively.

Developmental training is a useful tool that improves employee skills and
productivity and results in enhanced morale and retention (Gowthaman & Awadhiya,
2017). Training and development are vital for the sustainable growth of companies that
are driven by employee operated technology (Gowthaman & Awadhiya, 2017).
Organizations that prioritize employee-development retain more highly skilled workers,
which creates a strong talent pipeline and sustainable knowledge base (Letchmiah &
Thomas, 2017). Letchmiah and Thomas (2017) found culture, purpose, development
opportunities as influential retention factors and suggest leaders focus on formal
strategies based on employee needs. The retention of highly skilled workers is cost-
effective and can lead to organizational success (Letchmiah & Thomas, 2017).
Gowthaman and Awadhiya (2017) also noted that training and development activities

improve the motivation of the workforce.
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Transition

Existing literature related to employee or workforce retention is diverse.
Researchers present different solutions to the problem of turnover that leads to conflicting
data between industries that validates the need for this study of this particular industry.
The information presented in Section 1 included the foundation for exploring the
relationship between employee-development and employee retention within Connecticut
companies. Topics discussed in the literature review were (a) employee turnover, (b)
retention tactics, and (c) employee-development. The review included recent scholarly
research on employee turnover and retention practices in companies of various sizes in
different industries and countries.

Section 2 began with a further description of the research method and design,
population and sampling, participants, and data collection instruments and techniques
used in the study. This section also included a discussion of data analysis techniques,
reliability, and validity. The focus of Section 3 was a discussion of application to
professional practice and implications for change. Study results, a section on study

reflections, and a conclusion were also included in this section.
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Section 2: The Project

Section 2 begins with a restatement of the purpose of this study from Section 1. |
then describe my role as the researcher and explain who the participants were, where they
were from, and why they were appropriate for this study. Next, | discuss the research
method and design, followed by population and sampling. | make a statement concerning
measures taken to ensure ethical research before discussing the data. | describe the
instruments and techniques used to collect data, as well as the processes of data
organization and analysis. Section 2 ends with a discussion of the reliability and validity
of the study.

Purpose Statement

The purpose of this qualitative exploratory multiple case study was to explore
which employee-development strategies leaders use to improve employee retention and
reduce cost due to turnover. Six managers of corporate employees in Connecticut
participated in one initial interview and follow-up interviews to share their employee-
development strategies to improve employee retention. Managers were asked to provide
related documents that supported the information provided during their interviews. The
data from this study may impact businesses by providing company leaders with the
rationale to create and/or improve their employee-development operations. This study
may also provide examples of the successes and failures of employee-development
efforts within organizations. Leaders applying the findings of this study may promote
positive social change through an increase in employee morale and productivity and a

decrease in turnover to foster business growth.
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Role of the Researcher

| collected data through interviews using the interview protocol (see Appendix A)
and documenting findings. In a qualitative study, researchers can assume the role of the
primary data collection instrument (Leedy & Ormrod, 2013; Morse et al., 2014; Pezalla,
Pettigrew, & Miller-Day, 2012). | have direct experience with advancement and
participated in employee-development opportunities within companies in Connecticut. |
worked in Retail Sales in Hartford, Connecticut, from 2008 through 2011. I started with
the company as a part-time sales representative during my final year of undergraduate
studies. During my tenure, | moved from a part-time sales representative to a full-time
key holder to a sales floor leader and finally assistant manager. Throughout that
progression, | participated in the management training program and was given the
opportunity to obtain a Master of Business Administration, with my tuition reimbursed
by the company.

| adhered to the protocol presented in The Belmont Report by creating distinct
boundaries between practice and research, following basic ethical principles, and
following an interview protocol. Davis (2013) and Thomas (2015) stressed the
importance of minimizing personal bias in qualitative studies. Due to my previous
experience in the field, I used the same guided interview protocol with each participant to
limit any personal bias arising from my experiences. The interview protocol described the
procedures and guidelines for the interview and featured an overview of the study and the

interview questions (Izard-Carroll, 2016; Neuert & Lenzner, 2016; Yin, 2018).
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Participants

Participants were six managers from a hotel chain and an insurance company in
Connecticut. According to Daniel (2019), at least three participants are sufficient for
qualitative research. Participant screening ensured that participants had been in
management positions for at least 2 years prior to participation in the study. | performed
such screening to identify participants who had spent enough time in their positions to
experience the effects of turnover and attempt to implement retention strategies
(Khunlertkit & Carayon, 2013; Patton, 2015; Robinson, 2014). | used census sampling
and interviewed the six participants.

Company 11 is an insurance company that has been around for over 150 years
with operations worldwide. Company 1 is a top 10 writer of personal insurance in the
United States. There are over 30,000 employees, and the company has received multiple
honors as a top employer for veterans; members of the lesbian, gay, bisexual,
transgender, and queer (LGBTQ) community; women; and other groups (Company 1,
2020). Company 22 is one of the world’s largest third-party hotel management
companies. Company 2 operates over 1,400 properties in 20 countries and employs over
60,000 people worldwide. The hotel was built in 1987 and has over 35 employees
(Company 2, 2020). Six participants from the two companies provided an adequate
sample size based on the participation criteria and my use of the interview protocol to

gather in-depth, high-quality information.

1 Company 1: Name is hidden to protect the confidentiality of Company 1 and participants.
2 Company 2: Name is hidden to protect the confidentiality of Company 2 and participants.
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Establishing an initial connection with participants is important to the interview
and data collection process (Bull et al., 2013). The interview protocol included building
rapport with participants and ensuring their comfort and understanding; they received an
email detailing the purpose of the interview (see Appendix B) and a sample statement of
informed consent for signature prior to the interview. The identities of participants
remained separate from the collected data to ensure that the participants were motivated
to answer truthfully without fear of retaliation from their employers. With these
expectations established in advance, participants were more likely to respond openly.
Active listening and the nature of the questions asked determine the quality of data
collected (Richards & Morse, 2012; Veletsianos & Kimmons, 2013).

Research Method and Design

Quantitative, qualitative, and mixed methods are the three research methods of
doctoral research (Bernard, 2013; Gelo, Braakmann, & Benetka, 2009; Leedy & Ormrod,
2013). In the following section, I discuss the selection of the qualitative research method
and justify its appropriateness for this particular study over quantitative and mixed
methods. In addition, I explain the selection of multiple case study over other possible
designs.

Research Method

| chose the qualitative research method to discuss how employee-development
may improve employee retention in Connecticut companies. A key initial purpose of the
qualitative research method was to aid in the interpretation of collected data in ways that

would not have been possible using quantitative data collection methods and analysis
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(Gelo et al., 2009). The qualitative research method is valuable for exploring the
experiences of participants in-depth (Davis, 2013).

One assumption of qualitative research is that by gaining an understanding of a
specific population, a qualitative researcher can develop a greater understanding of a case
study. Bryman and Bell (2015) stated that a qualitative methodology is appropriate if (a)
the study is exploratory, (b) the problem is too complex to be answered by a yes-or-no
hypothesis, (c) the data are interpreted by themes, (d) a large sample may not be available
or appropriate, (e) the researcher will attempt to interpret a phenomenon, or (f) the
researcher has control over the interpretation of the data. The research question reflected
exploratory information that focused on the relationship between employee-development
and employee retention at companies in Connecticut.

Both guantitative and mixed methods were not appropriate for this study. A
quantitative methodology was not suitable for this study because the purpose was to
determine what strategic tools managers use to implement employee-development
programs to improve employee retention and research; this inquiry did not involve
quantitative data (Bernard, 2013; Klassen, Creswell, Clark, Smith, & Meissner, 2012;
Leedy & Ormrod, 2013). Mixed-method research involves both the theoretical aspects of
quantitative research and the technical aspects of qualitative research (Bernard, 2013;
Leedy & Ormrod, 2013; Sparkes, 2014). This study did not include the collection,
analysis, and mixing of both closed-ended quantitative and open-ended qualitative data.
The purposes of the questions asked of the participants were to establish themes and/or

patterns among the population in relation to employee-development and retention efforts
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of participants’ companies. Based on the smaller size proposed for this study, quantitative
and mixed methods were not appropriate, as extensive numerical data were not needed to
answer the research question. There were no statistical analyses or surveys in this study.
Research Design

The purpose of a research design is to connect the elements of research in the
process of exploring research questions and drawing conclusions for a study (Leedy &
Ormrod, 2013). Yin (2018) described single and multiple case study designs as variations
within the same methodology, not distinctly different approaches. Multiple case study
was the design choice for this study. This design is often used by researchers while
conducting studies across multiple companies to explore perspectives of a particular
phenomenon (De Massis & Kotlar, 2014; Olson, McAllister, Grinnell, Walters, &
Appunn, 2016). Although it is possible to have a successful study using a single case
study design, Yin (2018) suggested that multiple case studies should be the goal based on
the analytical benefits of direct replication.

When conducting case studies, the goal of researchers is to represent the multiple
realities described by study participants and interpret data collected from document
reviews, observations, and interviews to construct descriptions of phenomena (Stake,
2013). The use of interviews and member checking until no new information is available
aids in saturating the data (Fusch & Ness, 2015). The selection of a multiple case study
design is an acknowledgment of the intricacy and need for an in-depth study of a given
phenomenon (Sangster-Gormley, 2013). Researchers use the case study design to

understand a real-life problem when the boundaries between the phenomenon and the
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context of the study are unclear (Harland, 2014). The selection of the multiple case study
design derived from the purpose of this study, which was to explore participants’ real-life
experiences, search for themes consistent with the research literature, and investigate a
phenomenon (Yin, 2018).

In qualitative research, the most commonly used designs are case study,
phenomenology, ethnography, narrative, and grounded theory (Abdulrehman, 2015;
Houghton, Murphy, Shaw, & Casey, 2015). The phenomenological research design was
not appropriate for this study. Phenomenological design, like case study, would have
allowed the collection of data using interviews (Marshall & Rossman, 2016), but it would
not have permitted the use of publicly available sources as required in this study to
triangulate the data. Phenomenological design is ideal for exploring experiences and
perceptions of participants (Englander, 2012; Leedy & Ormrod, 2013); however, the
phenomenon is one specific to a particular group of people rather than a case bounded in
time and space (Yin, 2018).

The selected participants did not identify as a specific cultural group, which
disqualified the ethnographic research design. Ethnography involves the study of a
specified culture or group through observation (Abdulrehman, 2015); researchers using
this design often live among a cultural group in order to study people of that culture
(Jerolmack & Khan, 2014). Ethnographic design is appropriate to determine cultural
characteristics, such as class, race, and gender of a group (Lambert, Glacken, &

McCarron, 2013), which was not the focus of this study.
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According to Yin (2018), a narrative research design focuses on a specific person
with a distinctive story to tell. Petty, Thomson, and Stew (2012) stated that the narrative
design prompts the researcher to study the lives of individuals and ask one or more
individuals to provide stories about their lives. The narrative design is appropriate for
studies occurring over an extended period of time (Marshall & Rossman, 2016). This
aspect of narrative design disqualified this approach for use in this study.

Grounded theory is appropriate across all research types to build a theory in
varying capacities as opposed to solely testing a theory (Birks, Fernandez, Levina, &
Nasirin, 2013). The objective of a grounded theory study is to formulate a new theory
based on the analysis of collected data (Letourneau, 2015). Researchers use grounded
theory to develop an applicable theory with a naturalistic viewpoint (Urquhart &
Fernandez, 2013). Grounded theory was not appropriate for this study because the
creation of a theory was not the focus of this study.

Population and Sampling

A hotel chain and an insurance company in Connecticut were the sources of
participants for the study. The six managers who participated in the multiple case study
served within two companies in Connecticut. According to Baxter and Jack (2008), a
researcher is able to understand the differences and similarities between cases with the
multiple case study design. The use of two to three cases in multiple case studies could
serve as a true reflection of the explored phenomenon (Yin, 2018). | contacted company
leaders to request permission to contact these managers for interviews. Using census

sampling, | identified six managers who agreed to take part in the study. With census
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sampling, researchers can narrow the scope of their studies to a certain number of
companies and interview only qualified participants in those companies (Fusch & Ness,
2015). Data are gathered from members of the population in census sampling (Asadollahi
et al., 2015; Khooshab, Jahanbin, Ghadakpour, & Keshavarzi, 2016). The goal of census
sampling is to make sure that the study yields relevant and valuable information that will
address the research question and reach data saturation (Fusch & Ness, 2015).

A minimum of two to three interviews per sample area is sufficient to ensure the
achievement of suitable depth and diversity of perspectives (Rubin & Rubin, 2012).
Dworkin (2012) stated that the sample should contain enough participants to satisfy data
saturation standards, such that the data become repetitive. As stated previously, I
interviewed six managers from the two organizations. O’Reilly and Parker (2013)
described sample sizes as much smaller in qualitative research than in quantitative
research and recommended a sample range of five to 20 participants for qualitative
studies. Boddy (2016) suggested a sample size of five to 25 participants in multiple case
studies. The data that I received from the six participants established a sufficient sample
size to document the employee-development tactics and perceptions of the companies in
Connecticut. | continued the interview, document review, and member checking
processes until the data became duplicative, no new themes emerged, and | achieved data
saturation.

Data saturation occurs once no new information, coding, or themes appear when
evaluating data (Fusch & Ness, 2015; O’Reilly & Parker, 2013). The inclusion of follow-

up interviews with participants can aid in achieving data saturation (Fusch & Ness, 2015;
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Houghton, Casey, Shaw, & Murphy, 2013). The standards of quality and depth are the

same regardless of the number of participants. | reached data saturation by interviewing
participants and analyzing documents provided by participants until no new data, no new
themes, and no new information emerged, and | had the ability to replicate the study
(Coenen, Stamm, Stucki, & Cieza, 2012; Fusch & Ness, 2015). O’Reilly and Parker
(2013) suggested the use of interviews and follow-up interviews with member checking
to gain a more in-depth understanding of information and reach data saturation. Member
checking allows participants to verify the accuracy of interpretations of their real-life
experiences (Culbreath-Manly, 2016).

| contacted company leaders to gain permission to approach local managers.
Leaders received an explanation as to the purpose of the study and the questions that |
would ask participants. As suggested by Davis (2013), Marshall and Rossman (2016),
and Tirgari (2012), | contacted participants to schedule in-person interviews at a neutral
location without distractions that were convenient for each participant. | informed each
participant of the recording in the consent form before and just prior to the interview.

A review of previous studies justified the appropriateness of the sample size. An
adequate sample size for qualitative research is between five and 50 (Dworkin, 2012;
Yin, 2018). Stake (2013) recommended four to ten participants as an acceptable sample
size for a multiple case study. The participants in the study had direct knowledge and

experience working as leaders within their companies.
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Ethical Research

Four principles of ethical qualitative research are confidentiality, honesty, written
informed consent, and the right to privacy (Sokolowski, 2014). In addition to these
principles, the treatment of research participants is important in all research decisions
(YYalcintas & Selcuk, 2016). Ensuring adherence to ethical standards is a requirement for
the completion of business research (Arend, 2013).

| contacted leaders to gain permission to approach local managers. Leadership
received an explanation as to the purpose of the study and the questions that | would ask
participants. Participation in the interview was voluntary, and participants’ identities
remained separate from their responses. In addition, each participant completed the
informed consent document before data were collected. | allowed time for participants to
ask questions and address concerns. An informed consent form provided participants with
the necessary information pertaining to the protection of their rights in this study (Crow,
Wiles, Heath, & Charles, 2006; Speer & Stokoe, 2014). The informed consent document
also contained the Walden IRB approval number for this study, 03-15-18-0372209,
which expires on November 12, 2020. A participant’s completion of a consent form did
not imply an obligation to complete the study (Moustakas, 1994; Qu & Dumay, 2011;
Rubin & Rubin, 2012). | ensured that participants were aware of their ability to withdraw
from the study at any time. If a participant had wished to withdraw from the study, |
would have permanently deleted all of that participant’s information and responses. Data
retrieved from participants’ responses have been safeguarded electronically on a

password-protected computer hard drive stored within a fireproof safe in my home. | will
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delete and destroy all data after 5 years to protect the confidentiality of each participant,
as recommended by Crow, et al. (2006), Scott (2016), and Skulason, Hauksdottir, Ahcic,
and Helgason (2014).

Data coding and the use of pseudonyms maintained the anonymity of research
participants (Marshall & Rossman, 2016; Scott, 2016; Yin, 2018). All participants
received copies of signed consent forms and an explanation as to the nature of the study
and the benefits of research results to themselves individually, society, and their business.
The consent form included the following: details about expectations from the
participants, a statement of consent, a statement of confidentiality, a description of the
voluntary nature of their participation, contact information for the researcher, the Walden
IRB approval number, and expiration date. Participants also had the option to receive a
copy of the research results if they wished.

The IRB ensures the protection of participants and researchers while minimizing
harm and considers confidentiality and data integrity during all phases of the project
(Blackwood et al., 2015; Rubin & Rubin, 2012). No data collection occurred before
receiving approval from the IRB. | maintained honesty in all activities related to the
research study and assumed all participants responded honestly as well.

Data Collection Instruments

In qualitative research, instruments for collecting data can include focus groups,
observations, documents, and interviews (Leedy & Ormrod, 2013; Onwuegbuzie, Leech,
& Collins, 2010). In a semistructured interview, researchers ask participants open-ended

questions and unplanned probing questions to gain clarification on participant’s responses
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(Rubin & Rubin, 2012; Yin, 2018). As the primary data collection instrument, I designed

open-ended interview questions. Open-ended questions invoke interview participants to
provide more detailed, in-depth descriptions that answer the research question
(Englander, 2012; McDonald, Kidney, & Patka, 2013; Rice et al., 2014). Conducting in-
person interviews allowed me to document nonverbal clues such as body language and
facial expressions. Using a semistructured interview process helps gain accurate
evaluation of participant’s responses (Rowley, 2012).

In addition to conducting semistructured interviews, | requested documents from
participants that could aid in understanding what strategic tools that managers use to
implement employee-development programs to improve employee retention.
Documentation may have included communications involving employee-development
programs, company retention initiatives, or annual staffing reports. Denzin and Lincoln
(2013) suggested that document analysis, in combination with other research methods,
could serve as a means of achieving methodological triangulation.

To gather information from participants, I followed an interview protocol (see
Appendix A) that focused on the research question of the study. I followed the protocol
presented in The Belmont Report by creating distinct boundaries between practice and
research, following basic ethical principles, and following the interview protocol. The
interview protocol describes the procedures and guidelines for the interview and features
an overview of the study and the interview questions (lzard-Carroll, 2016; Neuert &
Lenzner, 2016; Yin, 2018). The in-depth interview protocol also promoted the sharing of

personal insights of participants, which could lead to a basis for future inquiry.



50

| conducted the semistructured interviews in person at a convenient and
comfortable location for each participant. Semistructured interviews focus on the quality
and depth of the information as opposed to the number of participants (Platt & Skowron,
2013; Prendergast & Chan Hak, 2013; Rubin & Rubin, 2012). My goal during the in-
person interview was to observe the participant’s body language and make a note of any
non-verbal communication they displayed. Similar to research by Major (2016) and Scott
(2016), I kept notes in a journal to describe any non-verbal clues the participant used of
emphasis to aid in future transcription. Member checking increases the quality of
analyzed data and enhances the reliability and validity of the study results (Boblin,
Ireland, Kirkpatrick, & Robertson, 2013; Houghton et al., 2013; Krumpal, 2013). To
enhance the reliability and validity of the interview data collection process, | used
member checking, the process of returning to my participants to ascertain that I have
captured the meaning of what was said during the interview, as noted by Fusch and Ness
(2015).

The use of open-ended questions propelled a discussion on the issues related to
employee turnover and the employee-development strategies used to improve retention.
In addition, | took notes in a journal to identify themes and patterns in the data. | took
notes during the interviews, noting changes in facial expression or body language that
may not be noticeable during recording. Rubin and Rubin (2012) noted that taking notes
during the interview allowed for non-auditory data collection, such as observations of
body language and facial expressions. Then, once away from the interview, | will reflect

on that information to identify themes.
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Data Collection Technique

Participant interviews were the primary source of data for this study. Liken to
Gibbons (2015) and Thomas (2015), | requested any documentation or records available
that could aid in understanding the focus of this study. | reviewed and documented any
information provided by participants that supported their responses before, during, or
after our in-person interview. The goal of the document collection was to gain a better
understanding of employee perception of employee-development with regards to their
employers’ efforts to encourage retain them. | used these documents, in addition to the
semistructured interviews and journal notes, to achieve methodological triangulation of
this study. Methodological triangulation is the method in which the researcher employs
multiple methods in the analysis of the same empirical events to ensure the reliability and
validity of the data and results (Baskarada, 2014; Modell, 2015; Patton, 2015). Denzin
and Lincoln (2013) suggested methodological triangulation for correlating data from
multiple data collection methods.

One data collection technique for this study was in-person interviews following
an interview protocol. Using semistructured interviews, researchers discover facts about
topics related to the research question by asking pre-planned and follow-up questions
(Bernard, 2013; Petty et al., 2012; Rubin & Rubin, 2012). The use of open-ended
questions during the semistructured interviews allowed participants to share their
experiences with employee-development and provided recommendations for methods to

improve employee retention.
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For the second data source, | asked for documentation or records for my analysis
to support participant responses concerning employee-development or employee
turnover. According to Gibbons (2015) and Yin (2018), these documents may provide
additional insight into the research topic. The preference of participants determined the
selection of interview locations. The goal of participant choice in location selection was
to ensure the comfort of participants to promote truthful answers to interview questions. |
asked that participants be available for at least 1 hour and free from distractions during
our interview. | informed participants that I might ask follow-up questions in addition to
planned questions to gain clarification of responses.

Collecting data using interviews takes longer than using a questionnaire,
However, by collecting data this way, researchers can converse with each participant to
gain a better understanding of their responses and clarify any points they make (Chaney,
Barry, Chaney, Stellefson, & Webb, 2013) through follow up questions, probing
questions, and member checking. Liken to previous research performed by Major (2016),
Culbreath-Manly (2016), and Scott (2016), | used audio recording software to record and
then transcribe the recording into a word document. I used two audio recording devices to
ensure the quality of the recorded interview, and in case one device fails. The first
recording device was a Macbook Air™ with a loaded app from Zoom™. The purpose of
the second device was to guard against any hardware or software issues that could arise
during the interview. An Apple iPhone™ served as the secondary recording device. In
order to ensure anonymity, participant recordings were stored within the storage of the

individual devices. Cloud storage options were not used within any recording software.
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| used software titled Zoom™ after each interview to make a transcript of
participants recording and then created a succinct synthesis for each response.
Safeguarding participant identification and information was a high priority for this study.
Previous studies performed by Harding et al. (2012), 1zard-Carroll (2016) and, Rubin and
Rubin (2012) used redaction to eliminate any personally identifiable information. |
assigned code names to participants and their perspective organizations. No participant
names, whether individual or organizational, were on the interview transcript to ensure no
linkages between participant comments and identity. | coded other documents or sources
of information provided by participants using a similar coding sequence to ensure
documents referenced to during interviews are available. | kept the assignment of each
code name separate from participant responses. After review and transcription, |
employed the use of member checking. | set up a time to meet with each participant to
ensure that my succinct interpretation represented the meaning of his or her responses,
and there is no new information to add. The review period allowed participants to correct
or clarify any captured information within the synthesis (Condie, 2012). Documentation
review, analysis, and additional probing questions ensured that data saturation occurs.

Data Organization Technique

| stored all the collected data on a password-protected notebook computer during
the research period. Researchers suggest having a separate backup data source in the
event of lost, misplaced, or unintentionally altered primary data; the entire collection
process would not need to be replicated (Major, 2016; Scott, 2016). | used a Google

cloud drive to back up the same data in a password-protected account. This cloud drive
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also enabled me to retrieve data from different locations. The types of data protected on
my notebook computer and google cloud drive included interview questions, recordings
transcriptions, and journal notes.

The data organization process begins with the researcher determining the best
way to analyze study results (Moustakas, 1994). For this study, | analyzed the interview
transcripts using NVivol12™ software. Data analysis software can assist with coding,
theme development, and data interpretation (Major, 2016; Zamawe, 2015). This software
aided in the reliability and added validity of the instrument by identifying emerging
themes within the study. The use of Nvivo12™ software also pulled subthemes from
interview data and helped me link the participant codes for all supporting data. Based on
Walden University requirements and liken to previous studies from Scott (2016) and
Turner (2016), | will retain all data for a minimum of 5 years before deleting the
electronic data and destroying the hard copies.

Data Analysis

In qualitative studies, researchers obtain methodological triangulation by
collecting data from multiple sources (Walsh, 2013; Yin, 2018). Yin (2018) proposed a 5-
step plan for data analysis that I used, which includes: compiling data; disassembling
data; reassembling the data; interpreting the meaning of data, and concluding data. The
compiling phase involved the organization of data in order to create a database while
disassembling phases involved breaking down the complied data into fragments and
labels. The reassembling process involved clustering and categorizing the labels into a

sequence of groups. The interpretation stage involved in creating narratives from the
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sequences and groups for conclusions (Fusch, 2015).

| used methodological triangulation to help ensure the accuracy of interview
responses, collected documents from participants, and my reflective journal notes. For
qualitative studies, data analysis involves sorting and organizing the data into themes and
codes (Graue, 2015; Mangioni & McKerchar, 2013; O’Keeffe, Buytaert, Mijic, Brozovic,
& Sinha, 2015). I used uncovered themes and codes to provide insight into how
employee-development is used to mitigate employee turnover. Follow up interviews
verified responses from the participants of the study (Andraski, Chandler, Powell,
Humes, & Wakefield, 2014; Burau & Andersen, 2014; Major, 2016). | conducted follow
up interviews of participants with probing questions to gain understanding in the event
there were inconsistencies found between collected documentation and interview
responses.

| used Nvivol2™, a software application that allowed me to code data to organize
and identify themes. Using software in qualitative research to analyze and organize data
improves the accuracy and efficiency when compared to manual methods (Bedos,
Loignon, Landry, Allison, & Richard, 2013; Gibbons, 2015; Thomas, 2015). | uploaded
both interview transcripts and collected documents into Nvivol2™ to analyze the data
using the software. Once uploaded, | organized those data into clusters and validated
themes.

| designed interview questions to uncover the strategies of employee-development
programs used to improve employee retention. To identify common themes or strategies

used by each participant, | compared participant responses to the interview questions
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(Bedwell, McGowan, & Lavender, 2015; Scott, 2016; Senden et al., 2015). The findings

of this study may allow me to make recommendations on how company leaders can
improve the retention of employees with the use of employee-development strategies. |
compare the outlined themes in the conceptual framework with the collected data.
Reliability and Validity

Establishing the reliability and validity of research findings is a primary goal of
researchers (van der Velde et al., 2010). Reliability does not guarantee validity; however,
without reliability, the likelihood of validity is limited (Sokolowski, 2014). In this
section, | discuss the terminology used in qualitative research to achieve reliability and
validity: credibility, transferability, dependability, and confirmability.
Reliability

In qualitative research, reliability refers to the ability of future researchers to
make similar observations of a phenomenon if they conduct the research using the same
procedures (Rennie, 2012; van der Velde et al., 2010). The standard for measuring
reliability is by examining the dependability of the study (Wang & Lien, 2013). Baxter
and Jack (2008) suggest that the evidence gathered from a multiple case study is strong
and reliable. Reliability is a measure of trustworthiness and repeatability of the data
(Sokolowski, 2014). For this study, | used multiple methods to pursue dependability
including (a) multiple rounds of coding, (b) providing a thorough and detailed description
of the research methods, and (c) use of the member checking technique (Grossoehme,
2014; Houghton et al., 2013; Thomas, 2015).

Following the interview protocol with study participants, | obtained data related to
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employee-development and retention using open-ended questions. With the use of
multiple rounds of interviewing and coding, I develop themes from participant’s
responses and documents until | achieved data saturation. Data saturation happens when
no new themes emerge (Culbreath-Manly, 2016; Robinson, 2014; Senden et al., 2015).
The multiple rounds of coding and achieving consistent results aided in achieving the
dependability of these themes. To achieve dependability, I continuously reviewed data
and notes to guard against researcher bias.

Validity

In qualitative research, validity refers to the extent to which the research can be
trusted to represent the phenomenon under study with precision (van der Velde et al.,
2010). Houghton et al. (2013) posited that qualitative researchers must establish validity
by demonstrating credibility and confirmability. Reliability in qualitative studies refers to
the researcher’s ability to replicate the study and obtain consistent findings (Rennie,
2012). The standard for achieving validity in qualitative research is through credibility,
transferability, and confirmability (Wang & Lien, 2013).

Liken to previous qualitative research done by Major (2016) and Culbreath-Manly
(2016), to pursue the credibility of research, I utilized (a) method triangulation, (b)
member checking, and (c) disclosing and monitoring researcher bias. Methodological
triangulation increases the credibility of a study through confirmability of the findings
and provides a better understanding of the data (Baskarada, 2014). Triangulating the data
was a method used to strengthen the credibility of a qualitative study and involves

comparing participant data with interviewer notes (Modell, 2015). For this study, | used
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methodological triangulation using in-depth interviews, document analysis, along with
reviewing journal notes to add to the confirmability of this study.

Member checking ensures that no new information is available from the
participant’s response as well as gaining a better understanding of what was said (Boblin
et al., 2013). According to Culbreath-Manly (2016), member checking occurs through
sharing uncovered themes with the participants for review and comment. | performed
multiple rounds of member checking until I ascertained that | had captured the meaning
of what was said.

Petty et al. (2012) posited the importance of guarding against researcher bias in a
qualitative study when seeking credibility. According to Akaeze (2016) and Rennie
(2012), a threat to validity could be the researcher’s bias to the study topic. As a former
manager with aspirations of moving into upper management within the company, |
disclosed my personal bias on employee-development and retention.

To achieve transferability, study results can be transferable to other contexts or
settings (Petty et al., 2012; Trochim, Donnelly, & Arora, 2015). Transferability refers to
the consistency of research processes each time a different researcher conducts the
research (Donatelli & Lee, 2013). I pursued transferability by providing a thorough and
detailed description of research methods, processes, and assumptions. The final decision
regarding transferability is up to future researchers to determine.

The potential ability of other researchers to confirm or corroborate study results
refers to the confirmability of the study (Trochim et al., 2015). Houghton et al. (2013)

suggested that confirmability occurs by outlining the decisions made throughout the
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research process. Similar to research conducted by Iden (2016) and Scott (2016), |

pursued confirmability by using member checking, performing multiple rounds of
coding, and by describing any negative instances that contradict prior interviews. |
performed member checking with each participant as well as a review and analysis of
provided documents until | achieved data saturation, and no new information is available.
Member checking ensured that the data is both rich and thick.

Transition and Summary

In Section 2, | presented the purpose of the study, which was to explore the
employee-development strategies used and their effect on retention in Connecticut
companies. Findings could have implications for positive social change by helping
company leaders to understand the benefits of retaining staff that is motivated by
employee-development, which could lead to the creation or improvement of retention
tactics. | also provided a description of my role in this study and my experience
concerning the target research population. The study follows a qualitative methodology
with an exploratory multiple case study design. The study participants consisted of six
managers from a hotel chain and insurance provider in Connecticut.

Section 3 begins with a review of the study’s purpose statement and research
question. This section contains the results of the study, commentary on the evidence and
its ties to the conceptual framework of the study, and support of study conclusions. The
section ends with a further discussion of implications for social change,

recommendations, and reflections from the researcher and participants.
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Section 3: Application to Professional Practice and Implications for Change
Introduction

Organizational leaders have instituted employee-development practices to reduce
costs related to external recruitment and to improve morale (Mohd Noor & Dola, 2012).
Employees who participate in employee-development programs are less likely to leave
the company (Manchester, 2012). By reducing costs and improving the internal
knowledge of a retained workforce, employers are able to allocate resources to other
needs within the organization. The purpose of this qualitative exploratory multiple case
study was to explore what employee-development strategies leaders use to improve
employee retention and reduce cost due to turnover.

| received letters of cooperation from leaders of a hotel chain and an insurance
company in Hartford, CT. Following approval of my proposal by the IRB, | contacted
potential participants by phone and email to introduce myself, explain the focus of the
study, and request their participation. | interviewed six managers who had used
employee-development tactics to aid in the retention of employees. I collected
information from the participants using face-to-face semistructured interviews following
an interview protocol (see Appendix A). After completing initial interviews, | transcribed
the collected data and provided a summary of each participant’s responses for validation.
When necessary, | performed follow-up interviews with participants, using the interview
protocol, until no new information was available. | analyzed data by reading transcripts,
reviewing notes, listening to interview recordings, and using NVivo1l2™ software. The

themes that emerged were (a) effective retention activities, (b) productive employee-
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development approaches, and (c) positive impression of employee-development
approaches.
Presentation of the Findings

| developed the following research question to address the problem and purpose
of this multiple case study: What strategic tools do managers use to implement employee-
development programs to improve employee retention? Upon receipt of full approval by
the IRB, I contacted and scheduled one-on-one interviews with participants from both
research sites. Participants received a consent form via email with a request to return the
document during the interview. | used code names to identify interviewees as Participant
1, Participant 2, Participant 3, Participant 4, Participant 5, and Participant 6 to protect
their privacy. | also used Company 1 and Company 2 to identify the companies within
this study. Three themes emerged from the data analysis: effective retention activities,
productive employee-development approaches, and positive impression of employee-
development approaches. Table 1 shows the emergent themes uncovered during the
semistructured interviews.
Table 1

Emergent Themes

Themes Number of Number of

participants references
Effective retention activities 6 19
Productive employee-development 6 26

approaches
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Positive impression of employee- 6 8

development approaches

Theme 1: Effective Retention Activities

The first theme that | identified from the retrieved data was effective retention
activities. Although some activities were described as more effective than others, each of
the six participants in this study shared various retention activities that were in use within
the company. Table 2 shows the five retention activities that were uncovered during
interviews. The emergent themes were the three retention activities that had been applied
with success and mentioned by multiple participants: providing monetary rewards,
investing into employees, and discovering employees’ motivations.
Table 2

Retention Activities

Retention activity Number of Number of
participants references
Providing monetary rewards 3 6
Investing into employees 4 5
Discovering employee motivation 3 5
Creating affinity groups 1 2
Allowing flexible schedule 1 1

Three of the interview participants described providing monetary rewards or
bonuses as a retention activity that had been applied with success within their company.
Belbin, Erwee, and Wiesner (2012) mentioned that the use of monetary rewards was a

positive determinant of both employee morale and retention. Participant 3 shared, “We do
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a clean room incentive for our housekeepers where they can receive a gift card for
earning high scores for properly cleaned rooms during the week. Then by Friday, when
they get the cards, they are all excited.” Participant 2 also mentioned that employees were
eligible to receive pay bonuses twice a year and other monetary awards yearly. While
discussing some of the company’s issues with retention, Participant 6 stated that
“compensation puts us either in the market or prices us out of the market for retaining our
employees.” In that compensation and monetary rewards serve as positive motivators for
employees, Aguinis, et al. (2013) described how a monetary reward system should be
constructed using performance in a manner similar to what Participant 3 described.
Another retention activity applied with success and discussed by four of the six
study participants was investing in employees. Sung and Choi (2014) found that
organizations that increased their investments in training and development experienced
the benefits of improved, innovative performance and retention. In discussing their tenure
with the company, Participant 1 stated,
The investment in me really made a difference and gave me confidence that they
valued and saw my skill sets and thought | was a valuable contributor to the
organization to invest that much money and time into me to develop my personal
skills.
Participant 4 and Participant 5 both mentioned that the more employees feel that the
company has invested in them, the more they want to invest back into the company.

These statements echo a study by Kennett (2013) in which employers found that their
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investment in the training of employees improved organizational productivity, as long as
the employees remained with the organization.

Discovering employee motivation was another retention activity applied with
success and discussed by three of the six participants. All employees are individuals with
their own wants and needs that can influence their work performance and morale.
Participant 1 stated,

| generally try to understand what motivates my employees. So whether that’s

something tied to their growth and development, for some, it might be volunteer

opportunities. Others stretch assignments or maybe even compensation.

Understanding their motivating factors has helped me to build rapport but also

understand what it takes to keep them satisfied in their job and with the company.
Although their approaches may vary, companies strive for more employee motivation and
retention with less employee dissatisfaction and turnover (Kassar, et al., 2015). Job
satisfaction is found to have a negative effect on voluntary turnover and indirect effects
on emotional variables such as commitment, motivation, and loyalty (Kessler, 2014).
Theme 2: Productive Employee-Development Approaches

The second theme to emerge from the data was productive employee-
development approaches. Each of the six participants shared numerous employee-
development approaches that were in use within their companies with varying levels of
frequency and productivity. Training and development are tools that aid in the
enhancement of employees’ skills, knowledge, and competence and are capable of

improving employees’ ability to perform more efficiently (Falola, Osibanjo, & Ojo,
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2014). Participant 1 stated that “having development programs to begin with for early in

career individuals out of college or really just new to the industry gives employees the
opportunity to learn and learn the business together.” While discussing employee-
development, Participant 2 highlighted the different types of training available for
employees from new-hire onboarding to regularly scheduled one-on-one development
meetings. Table 3 shows the nine employee-development approaches that were
uncovered during interviews. The emergent themes were the two development
approaches that had been applied with success and were mentioned by multiple
participants, cross-training, and peer mentoring.

Table 3

Employee-Development Approaches

Employee-development approach Number of Number of

participants references
Cross training 4 7
Peer mentoring 4 6
Defined career path 1 3
Leadership programs 1 2
Stretch assignments 1 2
1-on-1 weekly training 1 2
Evaluations 1 2
Action plans 1 1
1 1

Attending industry conferences

Cross-training between departments or business units was an employee-

development approach applied with success that was mentioned by four of the six
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participants. Kang, Shen, and Xu (2015) noted the benefit of improved employee

performance as a result of cross-training opportunities. According to Participant 2, cross-
training between departments was a great way for employees to learn the roles within
different departments and learn skills that could lead to future promotions. Participant 6
described cross-training for entry-level employees as the best way to help employees gain
real-world experience while finding out what they were really interested in. Kassar, et al.
(2015) found that company inclusion of cross-training programs lowered employee
turnover intention and improved employee satisfaction. Participant 6 also shared that a
benefit of cross-training had been increased retention, explaining, “If you just plug and
play them places they’re not keen on, they’re out the door.”

Peer mentoring was another employee-development approach applied with
success and discussed by four of six participants. According to Harris and Davis (2018),
peer mentoring helped to create a supportive environment and improved the retention of
mathematics teachers. Mohammad and Lenka (2018) also found that mentoring was a
way to invoke commitment and improve retention. Participant 5 described using peer
mentoring by having newer employees shadow and do projects with experienced people
in an area to develop their skills. Participant 1 stated that peer mentoring allows
employees to share their experiences, learn from one another’s mistakes, and gain
exposure to different things that keep them engaged. The knowledge sharing that occurs
as a result of peer mentoring is a benefit for both employees and the company. Participant

4 described the use of roundtable discussions where employees gathered to share best
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practices and work through different cases together. This platform gave employees the
opportunity to learn how to manage different tasks before they came across them.
Theme 3: Positive Impression of Employee-Development Approaches

Employee-development is a tool that, when used effectively, can have a positive
impact on company results due to improved employee performance (Taufek & Mustafa,
2018). According to Sithole and Pwaka (2019), organizations should also make use of
various employee-development tools as a means to reduce turnover. The emergent theme
was that all six participants of the study shared a positive impression of the impact of
employee-development approaches on employee morale and retention. In regard to the
employee-development approaches of the company, Participant 5 shared,

I think it’s played a big part, as employees feel more confident in themselves and

feel a sense like they belong in the company. Kind of like a family, we’re all here

to support each other and help each other grow.
Participant 5 also stated that “People are staying with the company because they know
the company has invested in them, so they want to invest back in the company.”
Participant 4 mentioned the positive impacts of company investment in employees
through development: “You give them the information they need to excel but also make
them feel more comfortable in their roles. And once they start trusting themselves more,
positive results are going to come.”

In addition to other factors such as salary and environment, Kim (2012) found
employee-development to be a leading cause of increased retention. Participant 3

described the role of employees in the department as “really hard” and “not for everyone”



68

but acknowledged that the development policies within the company had led to many
employees remaining with the company for a long time. Employee-development
opportunities are a major driver of employees’ decisions to stay with or leave a company
(Mirji & Mane, 2012). While describing a positive impression of the employee-
development theme, Participant 1 also attributed their long tenure with the company to
the availability of the development programs to learn different skills and be a valuable
contributor to the organization.

Although turnover was high in the industry, Participant 2 shared that employee-
development had a positive relationship with helping to motivate employees to
accomplish their goals, which could lead to promotions. Participant 2 stated, “I’ve had
one promotion to management within my department. I’ve also acquired someone from a
promotion in another department.” Participant 6 also discussed the struggle to retain
employees beyond 2 years and described the company’s recent investment in a talent-
management program as a positive indicator of change. In discussing the benefits of this
talent-management program, Participant 6 stated, “If this is our Rockstar, we are all on
the same page of what it takes to get that person ready for the next level.”

Connecting the Findings to the Conceptual Framework

| used the job-embeddedness theory as the conceptual framework of this study.
Job-embeddedness theory is an appropriate framework to explore employee turnover and
methods to improve retention (Khattak et al., 2012). The presented emergent themes—
effective retention activities, productive employee-development approaches, and positive

impression of employee-development approaches—are reflective of job-embeddedness
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theory. Job-embeddedness refers to the collection of factors, including employee
satisfaction, development, and incentives, that motivate employees to stay in their jobs
(Avery, et al., 2015). Avery et al. (2015) stated that the most embedded employees were
less likely to experience job frustration and leave the company or organization.

The emergent themes displayed the successful use of different activities and
approaches to retain employees at two companies in Hartford, CT. Managers who
focused on job-embeddedness strategies to improve employee morale and job satisfaction
found their employees more likely to remain with the company (Khattak et al., 2012).
Participants discussed various retention activities that contributed to an employee’s job-
embeddedness, of which providing monetary rewards, investing into employees, and
discovering employees’ motivations were mentioned by multiple individuals. Shibiti
(2019) found a positive correlation between retention and job-embeddedness and
suggested that employees who receive desired retention tactics are more likely to be
embedded in their jobs. As a factor impacting job-embeddedness, managers mentioned
various employee-development approaches in use within their company, with multiple
participants describing cross-training and peer mentoring to successfully improve
business results, morale, and retention. In addition, all six managers reflected a positive
impression of employee-development approaches on the retention of employees and their
companies’ overall results. The concept of job-embeddedness is growing in popularity,
and it is important for leaders to understand how to develop/integrate embeddedness

practices within their organizations in order to improve retention (Nica, 2018).
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Applications to Professional Practice

The combination of emergent themes identified in this study, previous research
presented in the conceptual framework, and literature review provide a basis for company
leaders to create and/or improve employee-development policies to improve retention.
Losing top talent has a significant impact on company performance from both the
knowledge lost and the cost to replace that employee. The themes from this study are
relevant to leaders looking for strategies that can reduce an employee’s likelihood of
leaving the company. The retention activity themes, providing monetary rewards,
investing in employees, and discovering employee motivation could lead to employers
reevaluating their current business strategy to retain their top employees. The
development approach themes, cross-training, and peer mentoring could provide new
tools that business leaders can implement to improve employee satisfaction, as well as
operations and results. The positive impression of development approaches theme
provides examples of the benefits that could come as a result of implementing various
employee-development approaches.

The results of this study could also be of use to employees looking to advance in
their careers. Developmental opportunities may be optional to participate in and would
require some effort from the employee. During their interview, Participant 4 shared that
although the company has a responsibility to provide development opportunities, the
employee also shares in that responsibility to make use of those options. Employees
could also use the emergent themes of this study as a collection of development strategies

or suggestions to their leadership. Four of the six participants in this study shared the use
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and benefits of cross-training to the employee and organization. Employees who would
like to learn about various departments within their current organization could share the
results of this study as the background for their request for cross-training or other
development options.

Implications for Social Change

Employee-development improves the overall ability, skills, knowledge, and
competency of the workforce (Falola, et al., 2014). The results of this multiple case study
might contribute to social change by providing managers the knowledge of successful
themes and strategies that could improve employee-development approaches, which
could improve morale and reduce turnover within their organizations. The findings of this
study were retrieved from managers at two companies in Hartford, CT, which are a part
of two different industries. As such, these findings could be used to create employee-
development policies to improve retention within different corporations, industries, or
locations.

Training and development have played a significant role in the economic growth
of most developed nations (Younas, Faroog, Khalil-Ur-Rehman, & Zreen, 2018). Pack
and Fee (2019) found an alignment between the local economic and employee-
development systems and suggested that improved alignment would be beneficial to
individuals, businesses, and the local economy. The development of employees can lead
to promotions, bonuses, raises, and overall improvement of morale. Employee-
development could also have a reciprocal effect on the economy these developed

employees reside in due to increased saving, spending, or investment within the local
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community. By investing in the development of their workforce, companies can
indirectly have a positive impact on the communities in which these employees reside.
Recommendations for Action

The purpose of this qualitative multiple case study was to explore what employee-
development strategies leaders use to improve retention and reduce cost due to turnover.
Due to the high cost related to employee turnover, it is important for business leaders to
use productive development strategies to aid in the retention of top talent within their
organizations (Arshadi & Shahbazi, 2013). The findings of this study include three
emergent themes: effective retention activities, productive employee-development
approaches, and positive impression of employee-development approaches. The themes
reflect the tools needed for leaders to improve employee-development policies to reduce
turnover.

The first recommendation for business leaders would be to update the companies
employee-development policy by evaluating the productivity of the current approaches
and identifying gaps that could be addressed by additional development opportunities.
Although most organizations have some level of employee-development policy in place,
not all are meeting the goals of the resource, and many may not be used at all. Company
leaders must invest in the training and development of their workforce to achieve
organizational goals (Sirkova, et al., 2014). Updating the employee-development policy
of the company can provide more consistent organizational results while also

highlighting the company’s commitment to invest in its workforce.
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A second recommendation is for employees to seek out development
opportunities within their organizations. Although much of the responsibility falls on the
company to provide development opportunities, employees who wish to develop should
take ownership and seek out these opportunities. Participants’ 1 and 4 both discussed the
employee’s responsibility into their development and shared that taking the initiative into
one’s development plays a part in who is given various opportunities. Seeking out
employee-development opportunities may lead to access to available opportunities or the
creation of new ones by leadership.

Recommendations for Further Research

The recommendations for further research involve addressing the identified
limitations of this study. While this study only focused on the target area of companies in
Connecticut, | recommend expanding the research to a broader range of diverse
companies. Although the multiple case study sample size of six participants from two
companies may be appropriate for this study, | would also recommend using a larger
sample size that could produce more innovative employee-development approaches and
aid in the validation of findings. Another recommendation would be to focus on target
age group such a Gen X or Millennials. Different employees can be driven by different
factors; as such, the retention activities that motivate an older employee to remain with
the company could be very different from those that motivate a younger employee. My
last recommendation would be for future researches to replicate this study with different

companies in their local areas to validate the emergent themes presented in this study.
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Reflections

My experience within the doctoral program has been a journey that has tested my
ability to adapt to challenges. The discussion sections helped push me forward. Seeing
the progress and successes of my peers helped give me the motivation to keep going. |
enjoyed doing the research and specifically enjoyed speaking with participants to learn
from their perspectives on employee-development and retention within their
organizations. | initially anticipated interviewing five participants and ended up with six,
which ultimately added to the validity of my findings. To mitigate my personal bias, |
used an interview protocol (see Appendix A) for both initial and follow-up interviews
containing open-ended questions.

Summary and Study Conclusions

The productive employee-development approaches that emerged in this study as
themes are valuable resources that can aid in the retention of a company’s workforce. The
purpose of this study was to explore what employee-development strategies leaders use to
improve retention and reduce cost due to turnover. The effective retention activity themes
were providing monetary rewards, investing into employees, and discovering employee’s
motivations. The productive employee-development approach themes were cross-training
and peer mentoring. All six participants of the study shared the theme of a positive
impression of employee-development approaches on morale and retention.

The results of this qualitative multiple case study indicated that managers should
reevaluate employee-development policies to ensure approaches are effective and that

various types of opportunities are available. Results also suggest that employees are also
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responsible for taking the initiative in their development. Finally, results indicate that
employees who participate in development opportunities are more embedded within their

organization and less likely to leave.
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Interview Protocol

What you will

do

What you will say—script

Introduce the
interview and
set the stage—
often over a

meal or coffee

Good (time of day) and thank you for taking the time to
meet with me. As we discussed previously, the goal of our meeting
is to explore the strategies, specifically employee-development,
used to improve employee retention of employees in Connecticut.
Your participation in this study is voluntary. Your responses are
confidential, as I will not record either your name or organization’s
name in the study. You may to stop this interview at any point
during our discussion if you would like to opt out of participating.
Although there is no compensation for your participation, I will
provide you with a copy of the completed study for your records

and future use. If you agree to this, we can begin our interview.

e Watch for
nonverbal
queues

e Paraphrase
as needed

o Ask
follow-up
probing
questions
to get more
in depth

A. What employee-development strategies have you used at your
company?

B. What changes has your company made with regards to
employee-development since you have been with the company?

C. What strategies have you used to develop employees within
your branch?

D. What role have the employee-development efforts of yourself

played in the retention of employees?
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E. What role have the employee-development efforts of your

company played in the retention of employees?

F. Is there anything additional that you would like to add that could

contribute to my research?

Wrap up Thank you for your participation in this study and I hope you
interview enjoyed your experience.

thanking

participant

Schedule In a few days, after | analyze your information, 1 would like to
follow-up follow up with you to ensure what | have analyzed matches your
member Views or perspective.

checking

interview

Follow—up Member Checking Interview

Introduce follow-up Good (Time of Day) and thank you for meeting with me
interview and set the stage | again. The goal today will be to ensure that my
interpretation of your responses during our first
interview match your views or perspectives and to give
you a chance to add any information you may wish to

add. Just as previously, I will record this meeting with
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your consent and if you would like to discontinue your
participation in this study, you may do so at any time.

Any Questions?

Share a copy of the
succinct synthesis for each

individual question

Bring in probing questions
related to other
information that you may
have found—note the
information must be
related so that you are
probing and adhering to
the IRB approval.

Walk through each
question, read the
interpretation and ask:
Did I miss anything? Or,
what would you like to

add?

Here is a copy of my succinct synthesis of our first
meeting. We will go over each question and synthesis
then give you the opportunity to share any additional

information or corrections.

A. Question and succinct synthesis of the
interpretation—perhaps one paragraph or as needed

B. Question and succinct synthesis of the
interpretation—perhaps one paragraph or as needed

C. Question and succinct synthesis of the
interpretation—perhaps one paragraph or as needed

D. Question and succinct synthesis of the
interpretation—perhaps one paragraph or as needed

E. Question and succinct synthesis of the
interpretation—perhaps one paragraph or as needed

F. Question and succinct synthesis of the
interpretation—yperhaps one paragraph or as needed
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Appendix B: Introductory Letter

Hello <Insert Name>,

My name is Jason Ellis and | am a student at Walden University currently working on my
doctoral study. I am sending you this to invite you to participate in a study to explore the
strategies, specifically employee-development, used to improve employee retention of
employees in Connecticut. You were identified by your leadership team, (insert name), as
a manager who has used employee-development strategies and have achieved success in
retaining employees. Your participation in this study is voluntary. Your responses are
confidential, as | will not record either your name or organization’s name in the study.
While there is no compensation for your participation, I will offer you a copy of the
completed study for records and future use. If you are still interested in participating
within this study, please send me an email at xxxxx.xxxxx@waldenu.edu or call my
mobile at (xxx) xxx-xxxx and then we can set-up a time for the interview. | will also
follow-up with yor telephonically within the next two days.

Thank you in advance for your time and consideration.

Jason Ellis
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