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Abstract
One of the highest costs of employee turnover in the United States is in the
pharmaceutical industry, where employee turnover is on the rise and affects profitability.
Pharmaceutical leaders and resource managers are concerned with employee turnover
because the estimated costs of employee turnover range between 70% and 300% of an
employee’s annual salary. Using Bass’s transformational leadership theory as the
conceptual framework, the purpose of this qualitative multiple case study was to explore
strategies human resource managers in the pharmaceutical industry use to reduce
employee turnover. Data were collected from a review of company documents and face-
to-face semistructured interviews with 5 human resources managers of different
pharmaceutical companies in the Northeast United States. Thematic analysis following
Yin’s 5 step approach was performed for data analysis using data compilation, data
disassembly, data reassembly, data interpretation, and conclusion. Three primary themes
emerged: hiring and retention strategy, pay and benefits strategy, and career growth
strategy. It is recommended managers offer incentive and benefits programs and expand
training programs. The implications for positive social change include the potential to
reduce employee turnover, which may lead to increased stability for families of
employees, new employment opportunities, and the promotion of prosperity for the

community.
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Section 1: Foundation of the Study

Employee turnover is continually increasing in the United States (Bureau of
Labor Statistics [BLS], 2017). According to Shahin (2017), employee turnover in the
pharmaceutical industry is causing significant concern among business owners. Shahin
indicated that there are other industries with high employee turnover levels, but the costs
associated with employee turnover are higher in the pharmaceutical industry than in other
sectors. Al Mamun and Hasan (2017) explained that employee turnover negatively affects
business performance and profitability due to loss of productivity. In this study, I
explored employee turnover in the pharmaceutical industry to identify strategies that
human resource (HR) managers could use to reduce employee turnover.

Background of the Problem

Employee turnover costs approximately 2.5 times the costs associated with
retaining an employee (Sinha & Shukla, 2013). Huang et al. (2016) estimated the costs of
employee turnover to range between 70% and 300% of an employee’s annual salary.
There are different reasons why employees in the pharmaceutical industry may be
motivated to leave their jobs.

Some of the most pervasive reasons for employee turnover include rapid career
advancement, numerous employment opportunities, and downsizing (Hejase, El Dirani,
Hamdar, & Hazimeh, 2016; Naseer, ul Haq, & Farooq, 2018). Many researchers
demonstrated that there is a positive relationship between motivation and job satisfaction
(Alam, 2015; Mathieu, Fabi, Lacoursiére, & Raymond, 2016). More importantly, there is
evidence that there is a negative relationship between employee motivation and employee

turnover intention (Gupta, Bhattacharya, Sheorey, & Coelho, 2018). Hooi and Leong



(2015) mentioned that job satisfaction leads to low employee turnover level. Therefore,
decreasing employee turnover level leads to increased business performance (Al Mamun
& Hasan, 2017). That is why HR managers in the pharmaceutical industry should
develop strategies to reduce employee turnover.
Problem Statement
Employee turnover continues to increase and affect business profitability (BLS,
2017). During the period from September 2016 to September 2017, the total number of
employee turnovers increased from 4.9 million to 5.2 million (BLS, 2017). The general
business problem is that high employee turnover negatively affects the profitability of
companies in the pharmaceutical industry. The specific business problem is that some HR
managers in the pharmaceutical industry lack strategies to reduce employee turnover.
Purpose Statement
The purpose of this qualitative multiple case study was to explore strategies that
HR managers in the pharmaceutical industry used to reduce employee turnover. The
targeted population consisted of the HR managers of the four pharmaceutical companies
in the Northeast, United States. The implications for positive social change include the
potential to develop strategies to reduce employee turnover, which in turn may lead to
more stability for families of employees, new employment opportunities, and promotion
of prosperity for the community.
Nature of the Study
According to Yin (2018), there are three types of research methods: qualitative,
quantitative, and mixed research methods. Researchers use qualitative methodologies to

explore different perspectives and derive themes from the responses of the interviewees



(Yin, 2018). Qualitative research was the most appropriate research method for my study
because I explored different perspectives and derive themes from the responses of the
interviewees. According to Magruk (2015), researchers use the quantitative research
method to test theories and hypotheses and generalize the study results. A quantitative
research method was not appropriate for my study because I was not testing theories and
hypotheses and intending to generalize the study results. Mixed methods require using
both qualitative and quantitative methods (Archibald, 2016; Syed & Nelson, 2015).
Therefore, the mixed methods were not appropriate for my study because I was using
only the qualitative research method and not the quantitative method.

There are four primary research designs for qualitative research: case study,
phenomenological, narrative, and ethnographical (Yin, 2018). Researchers use a case
study design to investigate a phenomenon in depth and describes the event in rich text
(Yin, 2018). For my study, the case study design was the most appropriate design
because I wanted to investigate an event in-depth and provide a rich text description. A
phenomenological study design is used to focus on human lived experiences (Letourneau,
2015). The phenomenological study design was inappropriate for my study because [ was
not focusing on the human experience. According to Shapiro (2016), a narrative study
design is used derive a shared narrative context from the collected life stories of
participants. The narrative study design was not a suitable study design for my study
because I did not collect the life stories of participants. Researchers use an ethnographical
design to engage participants in research and study their shared beliefs, behaviors, and

experiences over an extended time (Baskerville & Myers, 2015). Therefore, the



ethnographical design was inappropriate for my study because I did not collect data about
shared beliefs and behaviors over an extended period.
Research Question
What strategies do HR managers in the pharmaceutical industry use to reduce
employee turnover?
Interview Questions
1. What strategies have you used to reduce employee turnover?
2. How do you measure the success of strategies for reducing employee turnover?
3. What are the major obstacles you faced in implementing strategies to reduce
employee turnover?
4. How did you overcome these major obstacles to implementing strategies to
reduce employee turnover?
5. What additional information would you like to provide about strategies to reduce
employee turnover?
Conceptual Framework
For the conceptual framework of this study, I used the transformational leadership
theory. In 1978, Burns (1978) developed the transformational leadership theory and
focused on the premise of leaders to inspire their followers to change and work toward
common goals. Based on Burns’s work, in 1985, Bass (1985) identified four key tenets of
the transformational leadership theory: (a) inspirational motivation, (b) intellectual
stimulation, (c¢) idealized influence, and (d) individualized consideration.
Researchers use transformational leadership theory to explore how leaders may

inspire their followers (Brewer et al., 2016; Phaneuf, Boudrias, Rousseau, & Brunelle,



2016). Transformational leaders inspire their followers to change expectations,
perceptions, and motivations for work toward common goals (Jyoti & Dev, 2015;
Mathew & Gupta, 2015). Leaders may use the transformational leadership theory tenets
to implement positive change in an organization (Herman, Huang, & Lam, 2013;
Waldman, Carter, & Hom, 2012). Using transformational leadership theory is critical in
reducing employee turnover (Herman et al., 2013; Waldman et al., 2012). I used the
transformational leadership theory as a lens for exploring the strategies HR managers
used to reduce employee turnover.

Operational Definitions

The following key terms were used throughout this study:

Charismatic leadership: Charismatic leadership refers to empowering style in
which leaders focus on the followers and their respective goals and aspirations (Cole,
Bruch, & Shamir, 2009).

Epoché: Epoché refers to a temporary prevention of coming to sensible
conclusions (Van Manen, 2017). Researchers have relied on the phenomenon of epoché-
reduction to reduce bias during their investigations (Van Manen, 2017).

Employee retention: Employee retention is the act of keeping employees with an
organization for a more extended period (Rose & Raja, 2016).

Employee turnover: Employee turnover is the act of employees to permanently
resign from an organization either on a voluntary or involuntary basis (Puspita &
Susanty, 2017).

Job satisfaction: Job satisfaction is a positive feeling about the job due to its

characteristics (Schaumberg & Flynn, 2017).



Organizational culture: Organizational culture is the shared values and beliefs
within any given organization that informs patterns of employees’ behavior (Ellinas,
Allan, & Johansson, 2017; Serpa, 2016).

Assumptions, Limitations, and Delimitations
Assumptions

Leedy and Ormrod (2015) defined assumptions as imagined situations that appear
realistic. According to Marshall and Rossman (2016), researchers use assumptions to
support such statements because there is a lack of empirical evidence. I assumed that
employee turnover was a critical issue for HR managers in the pharmaceutical industry. I
also assumed that the participants in my study (HR managers) provided an in-depth
context and were honest and truthful in their responses to the interview questions.
Finally, I assumed that a qualitative multiple case study was the most appropriate
research design for this study because the investigation of the event was in-depth and
should had a rich text description.

Limitations

Limitations are potential weaknesses of the study (Marshall & Rossman, 2016).
According to Helmich, Boerebach, Arah, and Lingard (2015), study limitations are
sources of uncertainty in research. Therefore, researchers do not always claim the
generalizability of their study results (Marshall & Rossman, 2016). One of this study’s
limitations was the lack of generalizability of the findings. The findings may not reflect
the views of all HR managers in the pharmaceutical industry. The findings depend on the
data obtained from a limited number of HR managers of only four pharmaceutical

companies in the Northeast United States. Another study limitation was the limited



transferability of the findings to other settings because the focus was only on HR
managers. A further limitation was that I depended on the accuracy of the responses to
my questions during the interview with participants who had implemented successful
strategies to reduce employee turnover in the pharmaceutical industry.
Delimitations

Delimitations refer to the scope of the study (Marshall & Rossman, 2016).
According to Knafl, Leeman, Havill, Crandell, and Sandelowski (2015), delimitations are
the boundaries of the research. The geographical location was a delimitation of my study
because the focus was only on the Northeast of the United States, and the participants
were only from this geographical area. Another delimitation was using a purposeful
sampling method because I identified HR managers (who implemented successful
strategies to reduce employee turnover) to provide accurate responses to the interview
questions. An additional delimitation was focusing the scope of this study on exploring
strategies that HR managers in the pharmaceutical industry used to reduce employee
turnover; therefore, not addressing other issues such as business sustainability and
profitability that might affect pharmaceutical industry leaders.

Significance of the Study

High employee turnover is a challenge for managers in the industry (Wang, X.,
Wang, Xu, & Ji, 2014). Employee turnover is critical to business practice because it
affects the business profitability (Al Mamun & Hasan, 2017). In this section, I will
discuss the potential contributions to business practice and the implications for positive

social change.



Contribution to Business Practice

According to Al Mamun and Hasan (2017), high employee turnover affects
business profitability. HR managers may use the results of this study to develop effective
strategies to reduce employee turnover, which in turn may lead to improving
organizational profitability. Managers who reduce employee turnover improve
sustainable organizational development and knowledge retention (Alshanbri, Khalfan, &
Magsood, 2016; Rohde, Shaw, Butryn, & Stice, 2015).
Implications for Social Change

The results of the study could be beneficial to employees and the communities
they serve. According to Steiner and Atterton (2014), successful businesses have
implications for positive social change. Gittings and Schmutte (2015) stated that a
decrease in employee turnover may result in minimum wage increase. Reducing
employee turnover may improve the financial stability for families of employees,
promote prosperity for the community, and strengthen the economy. A business can be a
force for a positive social change through supporting non-profit organizations, and
donations to programs that bring benefits to the communities that employees serve.

A Review of the Professional and Academic Literature

Employee turnover is one of the most persistent problems that face organizations
(Alkahtani, 2015; Mitrovska & Eftimov, 2016). Employee turnover continues to increase
and affect business profitability (BLS, 2017). During the period from September 2016 to
September 2017, the total number of employee turnovers increased from 4.9 million to
5.2 million (BLS, 2017). The general understanding of employee turnover is that it is the

rate to which employees leave an organization (Zhang, 2016). From a broader



perspective, Kazi and Zedah (2011) described employee turnover as the change of
employees among organizations, careers, and professions on the broader labor market.
According to Shamsuzzoha and Shumon (2010), employee turnovers are costly.
Mitrovska and Eftimov (2016) found that in small companies employing at most five
senior employees, the turnover costs were $13,500 for every employee who left. For the
companies that have more than five senior employees, the average cost when an
employee left was $20,000 (Mitrovska & Eftimov, 2016).
Organization of the Review

In this review of the literature, I begin with the conceptual framework of my
study: transformational leadership theory, developed by Burns (1978), which I used to
explore strategies that HR managers use to reduce employee turnover. I will then review
other supporting and contrasting theories (such as charismatic leadership theory and
transactional leadership) to better explain the aspects that may affect employee turnover.
Then, I will explain the concept of employee turnover and discussed the employee’s
theoretical perspectives on turnover. After that, I will focus on the primary key issues that
HR managers are often expected to address as strategies for reducing employee turnover
(e.g., organizational culture and employee turnover, aligning recruitment and selection to
organizational culture, and employee expectations and motivation).
Strategy for Searching the Literature

I searched the BLS website mentioned that employee turnover in the US
continues to increase. I used the transformational leadership theory as a lens and
conceptual framework for my study. The purpose of this qualitative multiple case study

was to explore strategies that some HR managers in the pharmaceutical industry used to
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reduce employee turnover. My objective was to provide a critical analysis and literature
synthesis on employee turnover in the pharmaceutical industry using various sources (i.e.,
peer-reviewed journals, reports, and seminal scholarly books). Most of the references are
current within the past 5 years (87%) and from peer-reviewed sources (89%). I used
Google Scholar search engine and many electronic databases available through Walden
University Library. These databases included ABI/INFORM Collection, Academic
Search Complete, Business Source Complete, Dissertations & Theses (@ Walden
University, EBSCO ebooks, Expanded Academic ASAP, Google Books, Open Library,
ProQuest Central, ProQuest Dissertations & Theses Global, SAGE Journals, SAGE
Research Methods Online, and Walden Library Books. My search keywords included:
employee turnover, employee satisfaction, employee motivation, business profitability
and employee turnover, factors affecting employee turnover, human resource and
employee turnover, transformational leadership theory, human resource management,
and organizational culture.
Transformational Leadership Theory

Increased competition and market volatility have now made organizational
change a necessity rather than a choice. Leaders who transform continuously by
responding proactively to the changing business environment are better at enhancing
organizational competitiveness and profitability than those who take reactive measures
(Berendt, Christofi, Kasibhatla, Malindretos, & Maruffi, 2012). Nonetheless, change does
not occur in a vacuum; effective leaders oversee the process to make change happen.
Leaders play an instrumental role in ensuring that their respective organizations achieve

strategic goals and objectives. Many researchers have focused on the concept of
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leadership. Cavazotte, Moreno, and Hickmann (2012) focused on the critical role of
leadership and the traits and characteristics of the effective leader. Cavazotte et al. (2012)
argued that the unique traits and characteristics of leaders have a profound influence on
the overall performance of the organization. Although leaders have different traits and
attributes, the transformational leadership style is ubiquitous in the academic discourses.

Effective leaders play a critical role in helping organizations to navigate the forces
of change successfully. Teece, Peteraf, and Leih (2016) indicated that rapid
technological, political, and economical changes had forced modern organizations to
thrive in an environment characterized by unpredictability and uncertainty. Therefore,
organizations must continuously adapt to changing circumstances. According to Teece et
al. (2016), effective leaders become a necessity because they guide organizations through
the hardest situations. A significant challenge for organizations is moving beyond
incremental modification of strategic plans to transforming the entire practices or
processes to sustain their success or survive in the competitive environment (Berendt et
al., 2012). Jiang, Zhao, and Ni (2017) identified organizational culture as an aspect of the
organization that must be revamped to affect the necessary changes. Empirical
discussions have shifted focus to understanding the best leadership philosophy that
managers can adapt to change organizations successfully. These discourses have
influenced the growing interest in transformational leadership.

Burns proposed the transformational leadership theory in 1978, which changed
the conceptualization of leadership significantly (Burns, 1978). Many theories of
leadership have traditionally focused on two elements of leadership. The first concept is

the goal of attaining and sustaining the position or status of a leader (Grant, 2012).
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Specifically, the traditional understanding of leadership is that leaders aim to gain power
and use it to influence their followers (Grant, 2012). The second element is the
mechanisms of attaining and maintaining the status of a leader (Grant, 2012). As such, it
was right for leaders to use force as a means of asserting dominion or authority, as in the
case of the traditional autocratic leadership or contemporary transactional leadership
(Grant, 2012). Conversely, Burns (1978) questioned the tendency of emphasizing the
qualities of leaders while paying less attention to the people that leader led. Burns
focused on values and motivations to assess leaders’ approach to power. Burns’s
definition of leadership then sets leaders apart from those whose main preoccupation is
gaining and sustaining power.

Burns (1978) developed the transformational leadership theory and introduced a
new paradigm of leadership characterized interaction between leaders and followers.
Burns defined leadership as the process whereby leaders induce their followers “to act for
certain goals that represent the values and motivations (the wants and needs, the
aspirations and expectations) of both leaders and followers” (p. 19). Burns contended that
transformational leadership occurs when the interaction between leaders and their
followers allow the elevation of both to higher levels of morality and motivation.
Transcending is an underlying concept of the transformational leadership that describes
transcending as a type of leadership that elevates and engages followers (Burns, 1978).
According to Burns, followers develop “new cadres of leaders” (p. 20) as they become
more active. Burns believed that transformational leaders focus on motivating others and

satisfying new motives. Drawing parallels with transactional leadership help to



13

understand the constructs of transformational leadership. The distinction between the two
is crucial because it emphasizes the focus of transformational leadership on followers.

The distinction between transactional and transformational leadership was one of
the issues included in the transformational leadership theory. Burns (1978) described
transactional leadership as the process of where leaders engage in simple exchanges with
their followers. According to Burns, the aim of leader engagement with followers is to
influencing performance that will support the achievement of organizational goals. In
contrast, transformational leaders foster interactions with their followers based on shared
beliefs, values, and goals (Burns, 1978). Such interactions encourage performance that
then supports the attainment of predetermined organizational goals (Burns, 1978). Burns
described the relationship between leaders and their followers as being mutually
beneficial and elevating. Most importantly, Burns posited that the organization of
relationships in transformational leadership centers around the common purpose of both
leaders and followers in ways that motivate, transform, and improve the ethical
aspirations and actions of followers. Burns cited the example of Mahatma Gandhi to
illustrate how transformational leaders move their followers to higher levels than they
had aspired to reach before the leader induced motivation.

The abstract nature of the transformational leadership theory has attracted
continued interest for more than a decade since its inception in 1978 (Grant, 2012). Many
authors have extended and expanded transformational leadership based on Burns’s (1978)
initial propositions (Bass, 1985; Grant, 2012). Bass has been one of the most prolific
researchers that have explored multiple dimensions of transformational leadership (Grant,

2012). Notably, Bass (1985) operationalized Burns’s earlier paradigm of transformational
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leadership and offered rich insights about leadership behavior. Bass proposed the
transformational theory and contended that the performance of followers depends on how
leaders meet a set of reordered needs. Bass introduced four key constructs of
transformational leadership theory to describe how leaders meet the goal. The four
principle elements that underpin transformational leadership, according to Bass, include
intellectual stimulation, individual consideration, inspirational motivation, and idealized
influence. The first two constructs describe the behavior of the transformational leader in
the form of actions (Bass, 1985). The latter two entail the behavior of the
transformational leader based on their inherent or intrinsic characteristics (Bass, 1985).
First, intellectual stimulation emphasizes issues of creativity and autonomy (Bass,
1985). According to Bass (1985), intellectual stimulation is about raising the level of
awareness among followers concerning the significance of specific organizational
outcomes and how to achieve them. Grant (2012) singled out vision communication as
one of the critical tasks of transformational leaders. The greatest challenge for the
transformational leaders is inspiring their followers to share in the inherent values and
meanings of the vision (Grant, 2012). Chai, Hwang, and Joo (2017) argued that
transformational leaders must induce or motivate their followers to transcend self-
interests and instead prioritize the organization, team, or larger entity. Bass asserted that
the outcome of this process occurs when followers reorder their portfolio on wants and
needs. On the other hand, intellectual simulation is successful when there is congruence
between the extrinsic needs of the organization and the intrinsic values or needs of the
followers (Raja, Bouckenooghe, Syed, & Naseer, 2018). Therefore, intellectual

simulation becomes successful when leaders involve their followers in the decision-
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making process, as well as stimulating their efforts to become more innovative and
creative (Raja et al., 2018).

Second, individual consideration is a leadership behavior that entails stimulating
extra performance among followers (Simola, Barling, & Turner, 2012). As discussed
earlier, intellectual simulation is about communicating the vision and then helping
followers to reorder their needs so that they can focus more on achieving the vision
(Grant, 2012). Individual consideration moves further by building the confidence of
followers concerning their ability to perform tasks that will support the achievement of
the goals of the vision (Simola et al., 2012). The transformational leader also
demonstrates to the followers how enhanced performance will allow to accomplish the
reordered needs and wants (Simola et al., 2012). The construct of individualized
consideration exemplifies the focus of transformational leadership on the followers
instead of leaders (Simola et al., 2012). Organizations do not have homogenous groups of
employees, considering that each employee has unique needs, desires, expectations
(Simola et al., 2012). For example, change and excitement motivate some employees,
while money is the only motivation for others. As such, transformational leaders use
individualized consideration to recognize and respond to the unique needs of each
follower (Jiang et al., 2017). Responding to these needs give leaders a chance to motivate
their followers toward the achievement of the organizational goals.

Third, inspirational motivation involves the ability of leaders to inspire
confidence among their followers, as well as creating a sense of purpose (Simola et al.,
2012). The process of transformational leadership usually begins with the development of

a vision, as explained in the previous discussions. Then, leaders communicate the vision



16

and expectations of their followers. After that, leaders inspire their followers to work
toward the achievement of the predetermined strategic goals (Simola et al., 2012).
According to Simola et al. (2012), transformational leaders need to have superb
communication skills to inspire followers. Leaders should consider effective
communication as an instrumental role that helps to convey information with power,
precision, and a sense of authority (Sookaneknun & Ussahawanitchakit, 2012). Poor
communication between leaders and their followers plays a more significant role in the
failure of many change programs (Han, Seo, Yoon, S. W., & Yoon, 2016). Thus,
communication is the cornerstone of inspirational motivation. Leaders cannot motivate
their followers to achieve organizational goals unless they communicate the vision
explicitly and effectively (Han et al., 2016).

Fourth, an idealized influence involves describing transformational leaders as
charismatic and role models. Bass (1985) described the transformational effect that
leaders have on their followers, which then influences the attitudes and feelings of
followers toward their leaders. For example, Sookaneknun and Ussahawanitchakit (2012)
found that followers usually have admiration, trust, respect, and loyalty toward their
charismatic leaders. According to Zhang, Li, Ullrich, and van Dick (2015), such feelings
motivate or encourage followers to achieve more than they had initially expected to carry
out. However, Bass asserted, “charisma is a necessary ingredient of transformational
leadership, but by itself, it is not sufficient to account for the transformational process”
(p. 31). Transformational leaders motivate their followers by identifying with them, as
well as evoking in strong emotions (Bass, 1985). Additionally, they can also achieve this

goal by acting as mentors, coaches, or teachers, which induces profound transformation
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of followers at the interpersonal level (Han et al., 2016). The construct of idealized
influence brings to the forefront of the role that personal traits and attributes play in
differentiating transformational leadership from transactional leadership.

Transformational leaders use their charisma to support and guide their followers
to look before their self-interests and instead work toward reaching higher goals (Lee,
2014). The charismatic nature of transformational leaders brings to the forefront of the
value-based approach that creates emotional bonds between leaders and their followers
(Lee, 2014). Mutual respect, trust, commitment to the leader, and admiration underpin the
charismatic relationship or interaction between transformational leaders and followers
(Yukl, 2012). Cole et al. (2009) defined charismatic leadership as an empowering style in
which leaders focus on the followers and their respective goals and aspirations. Thus,
charismatic leadership is a critical construct of transformational leadership because it
enhances the social dimension of the leadership process.

House (1977) proposed the theory of charismatic leadership and indicated that the
charismatic nature of transformational leadership could provide insight based on the
theory of charismatic leadership. The underlying premise of this theory is the effect of the
leader’s personal influence, attraction, and inspiration on the follower. House emphasized
the interaction between leaders and their followers. According to House, the beliefs and
personality of charismatic leaders attract their followers. Comparatively, House described
the role of leaders in arousing their followers by communicating an appealing vision
(based on both the transformational leadership theory and the theory of charismatic
leadership). Many researchers underscored the need for leaders to have specific behaviors

and traits that leaders to influence their followers toward the achievement of
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organizational goals (Cavazotte et al., 2012). Traits include the need for self-confidence,
power, and strong convictions. On the other hand, leadership behaviors include an
articulation of the vision, confidence, impression management, and communication of
high expectation (Cavazotte et al., 2012).

Similar to Burns (1978), Bass (1985) differentiated between transformation and
transactional leadership. Bass explored the antithesis of transformational leadership by
comparing it to transactional leadership. Bass explained two models and distinguished
transformational and transactional leaders: management by exception and contingent
reinforcement. First, management by exception implies that transaction leaders only
respond to issues related to unsatisfactory performance (Bass, 1985). Consequently, the
leader ignores any positive attributes and instead focuses more on disruptive or negative
attributes that affect performance (Bass, 1985). Second, management by contingent
reinforcement occurs when the leader and followers reach a consensus on actions that
should be rewarded and punished (Bass, 1985). Bass’ transformation leadership is similar
to the transactional model. However, the two models differ at the point when the leader
identifies the needs and performance of the followers. At this step, the leader transcends
from a simple to a complex exchange process of reordering the needs of the followers.
The type and scope of exchange between the leader and the follower determine whether
the leadership is transactional or transformational (Bass, 1985).

Eberly, Bluhm, Guarana, Avolio, and Hannah (2017) acknowledged the
relationship between leaders and their followers as the defining principle of
transformational leadership. The behavior and traits that leaders espouse are useful in

enhancing the value of the interactions (Cavazotte et al., 2012). Therefore, personality
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traits have emerged in the literature review as critical aspects to consider when
differentiating transformational and transactional leadership styles. Cavazotte et al.
(2012) defined leaders by both their leadership styles and personality types. Therefore,
the personality types of leaders influence how they interact with their followers
(Cavazotte et al., 2012). For instance, the personality traits of leaders play an
instrumental role in influencing leadership styles, particularly transformational and
transactional leadership (Cavazotte et al., 2012). The focus on the personality traits of
leaders is crucial because both transformational and transactional leadership have a
profound effect on the performance of teams and that of the organization in general
(Cavazotte et al., 2012). For example, extroverted leaders are more charismatic and
engaging compared to their introverted counterparts (Cavazotte et al., 2012). However,
the multiplicity and overlap between different personality types makes it difficult to make
conclusive inferences (Cavazotte et al., 2012).

Due to the diversity of leadership styles and personality types, many researchers
developed different frameworks and models of leadership (Cekmecelioglu, Ilhan, &
Gunsel, 2017; Zhang et al., 2015). Leaders are not homogeneous, but each of them
espouses a unique style of leadership based on their personality types (Zhang et al.,
2015). Some leaders have a single leadership style, while others can combine two or
more styles of leadership (Zhang et al., 2015). For example, a leader can adopt the
transformational style of leadership when overseeing a change initiative while espousing
the transactional style to ensure that followers are committed to the rules and regulations
of the organization (Zhang et al., 2015). Cekmecelioglu et al. (2017) found that both

transformational and transactional leadership focus on achieving organizational goals.
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The primary objective of every leader is to work through and with people to ensure that
the organization implements strategic plans successfully, which is a prerequisite of
performance, competitiveness, and profitability (Cekmecelioglu et al., 2017). Conversely,
the greatest challenge facing leaders, regardless of their leadership style, is aligning the
needs and goals of followers to the shared mission of the organization (Lee, 2014). The
complexity of this task has increased interest in transformational leadership, considering
its role in enhancing the relationship or interaction between leaders and followers (Lee,
2014).

Transformational leadership is a people-oriented approach that shifts attention
from the leader or process to the people responsible directly for the achievement of
organizational goals (Yukl, 2012). According to Yukl (2012), transformational leaders
motivate their followers to transcend their self-interests to achieve common objectives.
Thus, the transformation leader encourages followers to focus on collective action by
stirring their passions and emotions (Yukl, 2012).

Transformational leadership cannot be conceptualized instead of organizational
culture, considering the bidirectional relationship between the two concepts. First, the
culture of an organization has a profound effect on the type of leadership style
(Cekmecelioglu et al., 2017). For example, transactional leadership is pervasive in
organizations with the autocratic culture. The leader at an autocratic organizational
culture emphasizes a commitment to rules and standard procedures. Second, the type of
leadership determines the culture of an organization (Cekmecelioglu et al., 2017). For
example, transformational leadership creates a culture of teamwork and continuous

adaptation to change. Leaders in the latter organization are alert to changes, and they
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mobilize, motivate, and support their followers to embrace change (Cekmecelioglu et al.,
2017). Overall, the culture of an organization is a product of the many interactions
between leaders and followers, as well as the interpersonal relationship between
followers (Cekmecelioglu et al., 2017). The role of the leader is to protect and preserve
interactions or relationships that foster a productive and supportive organizational culture
(Cekmecelioglu et al., 2017). According to Cole et al. (2009), transformational leaders
protect organizational values and norms by fostering a positive organizational culture.
The Concept of Employee Turnover

The ever-changing business environment has made it necessary for organizations
to seek concrete sources of sustainable competitive advantage in order to remain at the
top. Human resources have emerged as one of the key sources of this competitive
advantage given their ability to dictate the operations of organizations. Human resources
have become central to organizational processes, especially in a world that has
increasingly shifted toward knowledge-based economy.

Today, the most important asset that an organization can possess is a well-trained
and experienced workforce. Given the importance of an experienced workforce, the ideal
situation would be where the best talent stays with the organization, rendering sustainable
productive services to and for the organization until retirement. However, the intense
competition for human resources has made it difficult to achieve this goal because both
businesses and employees are always looking for opportunities to recruit a better
workforce or get better employment terms. This has propelled the challenge of employee
turnover into the limelight as organizations are always actively looking for measures to

address the challenge.



22

There is an ample body of literature related to definition and characteristics of
employee turnover. The consensus is that turnover is the rate to which employees leave
an organization (Zhang, 2016). From a broader perspective, Kazi and Zedah (2011)
described employee turnover as the change of employees among organizations, careers,
and professions in the wider labor market. Mathematically, employee turnover rate is the
proportion (percentage) of the number of employees who leave an organization and are
replaced over the total number of employees at the same organization within a given
period (usually annually).

Puspita and Susanty (2017) defined employee turnover as the act of employees to
permanently resign from an organization either on a voluntary or involuntary basis. There
are many more definitions that have been proposed but this is the basic premise
(Mitrovska & Eftimov, 2016). The definition of employee turnover in this study: the
frequency at which an organization loses its employees and has to replace them, which
implies the frequency of new recruitment and selection activities within the organization
over a given period. It is important to understand that not all incidents of employee
leaving are a problematic loss to an organization. There are many circumstances that lead
to employee departure and, therefore, replacement. However, the focus on this study is on
the kind of departure that come as a loss to an organization.

Rajan (2013) described the various categories of employee turnover. Functional
turnover refers to the departure of a poorly performing employee while dysfunctional
turnover refers to the departure of an excellently performing employee. In voluntary and
involuntary turnover, the former is where an employee leaves by own choice and the

latter is where an organization terminates an employee despite their unwillingness to
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leave (Moon, 2017; Rajan, 2013). Unskilled turnover refers to the departure of employees
holding untrained, uneducated, and unskilled positions while skilled turnover is the
departure of those employees who hold positions requiring high educational
qualifications and, therefore, competencies and skills. Avoidable turnover refers to
employee departure to avoid circumstances while unavoidable turnover refers to the
turnovers due to unavoidable circumstances. Finally, internal and external turnover has to
do with whether the employee leaves their position to take another position within the
same organization (internal turnover) or in another organization (external turnover;
Rajan, 2013). These different types of turnover have an impact on the wellbeing of an
organization. It is important to understand the distinction between these turnovers.
Shamsuzzoha and Shumon (2010) noted that employee turnovers are costly, both
financially and/ non-financially. Mitrovska and Eftimov (2016) calculated the cost of
employee turnover using a web calculator. They found that in small companies
employing at most five senior employees, turnover costs ranged between 10,000 and
15,000 Euros, which means an average of 12,500 Euros for every employee who left. For
the companies that have more than five senior employees, the average cost when an
employee left was 18,500 Euros. These costs include separation costs and paperwork,
recruitment and selection costs, training and development costs, and costs resulting from
reduced productivity resulting from (among others) the decreased efficiency of
colleagues when a team member leaves (Frian & Mulyani, 2018; Mitrovska & Eftimov,
2016). One can reasonably assume that the costs have significantly increased today. The

extent of such costs, however, varies depending on the nature of the turnover.
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According to Rajan (2013), unskilled turnovers, despite being high, are less costly
as they do not directly, if at all, affect the organization’s competitive advantage, and
filling those positions is not extensive or costly. In contrast, skilled turnovers (even the
departure of one senior employee) can have a big impact on the organization. Skilled
employees are directly involved in building organizational competitive advantage and if
these skilled employees leave, filling their positions involves comprehensive recruitment
and selection processes that are costly.

In any case, employee turnover is one of the most persistent problems that
organizations face today (Alkahtani, 2015; Mitrovska & Eftimov, 2016). Indeed,
organizations face a difficulty not only attracting the best talents and skills, but also
difficulty in retaining them (Mngomezuhu, Challenor, Munapo, Mashau, & Chikandiwa,
2015). The statisticians of the Bureau of Labor Statistics showed that the average stay of
employees in organizations is about 23-24 months (Izzack, 2010). This poses a
significant threat to an organization’s growth and productivity (Mitrovska & Eftimov,
2016; Saher, Khan, Shahzad, & Qadri, 2015; Wynen, Van Dooren, Mattijs, &
Deschamps, 2019). Rajan (2017) observed that employee turnover impacts on the
performance and effectiveness of organizations as well. This makes it important to
examine some of the potential ways that managers can utilize to reduce employee
turnover.

Employee Retention

Kumar and Gadkar (2016) provided an ideal explanation of employee retention,

“creating a big picture of organization as a great place to work and facilitating

opportunities for total learning, growth and wholesome development of people in the
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organization, in its strive toward excellence and value creation through human capital.”
Nasir and Mahmood (2016) found a strong connection between aspects such as employee
retention, job satisfaction, and perceptions that develop amongst employees about
organizational support. At the same time, organizational commitment is a major
intervening factor in the pharmaceutical industry. Nasir and Mahmood revealed that there
is a strong link amongst the mentioned variables (employee retention and job
satisfaction), and that organizational commitment invariably results in higher levels of
retentions and job satisfaction. It thus becomes apparent that satisfied employees are
loyal to the organization and are less prone to switch jobs (Nasir & Mahmood, 2016).
Such findings are clear indicators that managers at pharmaceutical organizations must
work in the context of the mentioned variables so that they achieve higher levels of
employee retention. Complying with these measures helps in achieving organizational
goals of preventing employee attritions; leads to higher levels of employee dedication and
commitment; and facilitates workers in formulating their career plans (Nasir &
Mahmood, 2016). In fact, all aspects having a bearing on employee retention in
pharmaceutical companies are interrelated (Kumar & Mathimaran, 2017).

Attempts toward employee retention work best when framing the strategies and
focusing in keeping with the needs of employees (Imam, Ali, & Soo, 2018). Likewise,
comprehensive strategies of employee retention rely on determining the areas focus in
respect of the manner to assess results. Hejase et al. (2016) explained that the most
effective retention strategies relate to rewarding employees; and creating more valuable
jobs through training programs and better career growth options. The ideal approach is to

create an optimum mix of the two approaches. However, several factors need to be
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considered while framing an efficient employee retention strategy. Hejase et al. further
noted that a manager’s capabilities of hiring and retaining employees also depend on
factors such as compensation and benefits, succession management and diversity (Hejase
et al., 2016). It is better to focus on dealing with the factors that directly impact work-life
balance, working environment, and career-growth opportunities. In addition, retaining the
employee through positive leadership, better compensation, removing work-life conflicts,
and creating a healthy working atmosphere (Hejase et al., 2016).

According to Nasir and Mahmood (2016), the most effective means to retain
employees is to recognize their needs at the workplace and make concerted efforts in
meeting such needs. In similar vein, Kumar and Mathimaran (2017) asserted that
effective employee retention strategies associated with fostering “an environment that
encourages current employees to remain employed by having policies and practices in
place that address their diverse needs” (p.17). However, Hofmann and Stokburger-Sauer
(2017) made a more valid assertion in stating that employee commitment serves as a
strong connect amongst the organization and its employees and reduces the chances of
turnover. This is because committed employees have a strong sense of attachment with
the organization (Hofmann & Stokburger-Sauer, 2017). Such attitudes invariably lead to
lesser levels of staff turnover and higher levels of productivity. However, employees in
the pharmaceutical industry tend to switch jobs because of better opportunities of career
advancement, recession, and structural changes (Olubiyi, Smiley, Luckel, & Melaragno,
2019). It is critical to mention that high levels of employee turnover results in operational

disturbances (Olubiyi et al., 2019).
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The managers at pharmaceutical industry need employees that are technical
experts and have the skills to deal with multifaceted situations (Al Mamun & Hasan,
2017). Nevertheless, the number of people with these abilities and qualifications is
inadequate, which is why most hiring managers at pharmaceutical companies have to
struggle and engage in a strong competition for talent (Jindal, Shaikh, & Shashank,
2017). In addition, the crucial nature of such jobs and the scarce availability of required
people indicates that vacancies often need to be left open for prolonged time periods
(Jindal et al., 2017). Consequently, companies must bear the loss of revenues and extra
costs resulting from the vacant positions. For this reason, holding on to talented
employees is a crucial need of the managers at pharmaceutical companies (Jindal et al.,
2017). In keeping with such circumstances, HR managers in pharmaceutical companies
must frame appropriate retention strategies (Dwesini, 2019). One way to do that is by
identifying the needs of employees and then designing appropriate retention strategies
(Singh, 2019).

Hejase et al (2016) highlighted six core areas on which HR managers at the
organization should emphasize in order to achieve better employee retention. These areas
include human resources, cultural and generational diversity, culture and values, career
growth, workplace design, and new-employee onboarding. Nevertheless, the
effectiveness, survival and competency of organizational strategies in this regard depend
a great deal on the organization’s HR department, which plays a crucial role in employee
retention. It is critical to note that the link between job performance and retention of
employees varies considerably amongst companies because of differences in

organizational culture and values (Kodikal & Rahiman 2016). In fact, organizational
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culture is more powerful than the combined impact of the labor market and the
demographic characteristics of new employees (Kodikal & Rahiman 2016).
Theoretical Perspectives on Employee Turnover: Employee’s Perspective

The primary question that researchers have is why employees may choose to
leave (voluntary turnover). The basic assumption is that it has to do with how employees
perceive the workplace and the organization. In this regard, there are several theoretical
approaches to understand this problem, particularly in relation to employee motivation,
job satisfaction, and commitment to the organization.

The first perspective to explain the phenomenon (employee turnover), is the
equity theory. Adams (1963) developed this theory and focused on how employees
perceive their treatment by their managers compared to how managers treat others.
According to Adams, an employee is motivated by what they consider fair in comparison
to other employees. In other words, an employee’s motivation, attitude, and behavior are
influenced by their perception of fairness or unfairness at the workplace (Al-Madi, Assal,
Shrafat, & Zeglat, 2017; Wang, 2016). The employees’ perception of their relationship
between work and compensation is critical (Buttner & Lowe, 2017). Employees like to be
compensated fairly in relation to what others receive (Buttner & Lowe, 2017).

The second perspective is the expectancy theory. Victor H. Vroom (1964)
developed the expectancy theory and focused on why different employees choose
different behavioral options. Azaliwa and Casmir (2016) mentioned that the premise that
different employees have different expectations, and each will be motivated by how they
perceive the likeliness of attaining those expectations. De Simone (2016) further

suggested that work motivation rests on perceived relationship between performance and
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outcomes, and that employees will modify their behaviors depending on their calculation
of anticipated outcomes.

The last theory, to explain employee turnover, is the Herzberg two-factor
(motivator-hygiene) theory (Herzberg, 1968). Frederick Herzberg (1968) developed this
theory and addressed the relationship between two factors among employees, motivation
and satisfaction (Herzberg, 1968). Herzberg distinguished between various factors
including factors believed to boost employee job satisfaction as well as factors that cause
employee dissatisfaction (Drago, 2015). Herzberg classified these factors into two;
hygiene and motivator factors (Drago, 2015). Hygiene factors are the work environment
factors that business manager needs to address to avoid unpleasant workplace
experiences among the employees. These factors include compensation, quality of
interpersonal relationship, job security, and control among others (Drago, 2015). In
contrast, motivator factors are those that improve employees’ individual or personal
growth and, in turn, job satisfaction. The relationship between these factors is not linear,
meaning that the factors that boost job satisfaction do not necessarily negate those that
lead to employee dissatisfaction. An organization must, therefore, address these two
factors in order to minimize employee turnover.

The Reasons for Employee Departure

The policy makers, in most countries, highly regulate the pharmaceutical industry
(Ding, 2018). Many employees considered the working environment in the
pharmaceutical industry as complex and demanding (Latten et al., 2018). In addition,
there is a constant increase in the competition which led to stagnation in wages and

incentives (Khalid & Nawab, 2018). Even though the industry does not have high
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attrition rate, most employees specialized in their respective fields. Consequently, if any
employees leave, the managers, at that organization, suffers a setback in the
organizational productivity (Vatankhah et al., 2017). Given the rigid timelines and strict
regulation in the pharmaceuticals industry, resignation by a research specialist leads to
interruption in product development (Ding, 2018). In addition, the HR managers gets
deprived of the much-needed talent (Roy & Devi, 2016). Moreover, a leaving specialist
often takes away much of the customer relationships. Such circumstances render the
organization highly susceptible to pressures that have the potential of reducing its
comparative advantage (Hejase, Dirani, Hamdar, & Hazimeh, 2016). For these reasons, it
is very important to determine the causes regarding why employees in the pharmaceutical
industry seek other job openings, and to find concrete ways of reducing employee
turnover.

There are many published empirical studies in which authors sought to understand
the reasons for employee departure and have accordingly arrived at different conclusions
(Ehsan, 2018; Erthal & Marques, 2018; Igbal, Guohao, & Akhtar, 2017; Jani & Saiyed,
2017; Kadir & Amalia, 2017; Kwakye, 2018; Li, 2015; Pang & Lu, 2018; Subekti &
Setyadi, 2016). I found many studies in which authors mentioned that employees quit
their job mainly due to lack of motivation and job satisfaction (Drago, 2015; Ehsan,
2018; Jani & Saiyed, 2017; Kadir & Amalia, 2017; Li, 2015; Qi & Wang, 2016; Subekti
& Setyadi, 2016). More specifically, these problems arise from, among others, the lack of
training and development, feeling less appreciated, lack of career development, and the
nature of the work environment. These are the key issues that HR managers are often

expected to address as strategies for reducing employee turnover.
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Organizational culture and employee turnover. Before discussing the specific
elements of HR management, it is important to begin by understanding how mangers, in
the broader organizational culture, influence decisions on these elements. Looking at
most of the literature on employee turnover, it becomes clear that organizational culture
is one of the critical factors that is largely ignored. In most studies, authors merely
mentioned organizational culture in passing like an add-on topic, and yet it remains a
central factor in what organizations’ HR managers will do in relation to the specific
elements that influence employee retention and, ultimately, employee turnover (Igbal,
Guohao, & Akhtar, 2017; Kwakye, 2018).

The concept of organizational culture, as used in organizational behavior
literature is the shared values and beliefs within any given organization that informs
patterns of employees’ behavior (Ellinas et al., 2017; Serpa, 2016). Organizational
culture is the drive for the efforts as well as contributions of the members of an
organization that provides a holistic understanding of not just what the organization needs
to achieve, but also how it is to achieve it, as well as the interrelationship between goals,
and how each employee contributes toward the attainment of those goals (Ellinas et al.,
2017; Odor, 2018; Serpa, 2016). According to Erthal and Marques (2018), national
culture, among other factors, can influence organizational culture.

Culture is a collective process of the human mind that distinguishes the members
of one human group from another. Organizational culture involves keeping employees in
line by acclimatizing them toward the objectives of the organization. Ultimately,
organizational culture has a significant impact on the organization at large. Ellinas et al.

(2017) and Odor (2018) highlighted the relationship between organizational culture and
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excellent (or poor) performance of the said organization through its programs for the
development and retention of HR. Organizational culture, therefore, is the overall
position of the organization, which encompasses natural settings, climate, rite and rituals,
and the programs of within the organization. This often impacts on the management of
performance, training, and development of employees, as well as the recruitment and
selection, among others.

Organizational culture varies from one organization to another. This is in relation
to relative ordering of values and beliefs, and assumptions. According to Harrison and
Bazzy (2017), this becomes evident in the way that managers at an organization give
priority to any given aspects of HR management. For example, while some managers
place emphasis on recruitment and selection, others will place a bigger importance on
employee training and development programs, while others will lay more emphasis on
the administration of compensation and performance management. Further still, other
managers place premium on their employees’ career development, pay-for-performance,
and goal setting, with the ultimate objective of maximizing the performance of
employees and customer service (Batcha, Jan, Subramani, & Julie, 2017; Harrison &
Bazzy, 2017; Meng et al., 2016; Ozgelik, Aybas, & Uyargil, 2016). These priorities help
create an organizational culture of high performance. Moreover, some HR managers take
more seriously the wellbeing of their employees, which is often reflected in investment in
free medical care, good cafeterias, employees’ personal trainers, and subsidizing daycare
for their employees’ children (Jebaseelan & Samuel, 2017).

Aligning recruitment and selection to organizational culture. Researchers

published many studies on how to prevent or reduce employee turnover and they focus on
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the post-recruitment stage (Jani & Saiyed, 2017; Li, 2015). The assumption that strategies
either are or are not reducing employee turnover can only be done once one is an
employee of a firm. Li (2015), for instance, observed that many organizations approach
recruitment merely as a regular process of official duties, without considering the value
of organizational culture. However, the overall goal of recruitment and selection is to
obtain quality of employees who will help to advance the organizational strategic goals in
beneficial ways, and organizational culture is an important part of this. In this regard,
organizational culture is an important part of the recruitment and selection because those
employees are more likely to be happy and less likely to leave (Jani & Saiyed, 2017; Li,
2015).

The role of organizational culture in the process of recruitment and selection
stems from the concept of motivational fit. There are generally two ways in which
motivational fit presents itself: job fit (talent, skills, and competencies) and organizational
fit (candidates/employees expectations and the extent to which they perceive the
organization as advancing those expectations; Ardic, Uslu, Oymak, Ozsoy, E., & Ozsoy,
2016). Organizational fit encompasses various organizational attributes central to the
congruence between individual and organizational values. Therefore, HR managers focus
on organizational fit that relates to drive and willingness of an individual employee to
commit to and fit in with the organization (Ardic et al., 2016). Many HR managers at
organizations fail to consider motivational fit of candidates, particularly organizational
fit.

Human resource managers should provide information at every stage of the

recruitment and selection process as part of the organizational culture. Walters (2015)
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captured the influence of organizational culture on recruitment and selection. The
organizational culture is the base for attracting the best talents. It is the key to “building a
reputation for having a positive workplace culture” (Walters, 2015, p.6). The HR
managers give a chance for candidates to sample the organizational culture during the
recruitment process so that they can decide whether the culture fits with their desire. For
example, HR managers can give candidates the opportunity to meet the company's
employees during the (long) recruitment process so that they can gain valuable insight
into work environment and processes. Another important aspect of the organizational
culture, during recruitment and selection process, is the need to communicate the right
message to the candidates. This includes addressing most explicitly the values and culture
of the organization and what it entails in actual work processes. This communication of
organizational values, beliefs, and practices should continue throughout the onboarding
process. Moreover, organizational culture should include information related to the
interviewing process.

Walters (2015) stated that building a reputation for having an encouraging
organizational culture is likely to attract employees. Therefore, it is critical during the
interview processes to ensure that managers can identify whether a candidate will be a
good cultural fit within the institution (Walters, 2015). The managers should beyond just
the strategies for identifying the required technical competencies of candidates, and
instead, undertake a thorough process of determining the ability of the candidate to fit
with the organizational culture. The process involves understanding what, to a candidate,
is the best workplace environment (controlled or free), preferences for autonomous

decision-making, approach to learning and innovation, attitudes toward a diverse
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workforce in the workplace (in terms of gender, race and ethnicity, age, among others),
and career goals and plans. It is critical to create a good balance between employees’
expectations and organizational plans by allowing candidates to sample that culture
beforehand. All these are important aspects of recruitment and selection processes that
HR managers could set along with the organizational culture.

Walters (2015) stated that many managers at organizations often fail to
incorporate measures of the organizational culture. However, he noted that there have
been many efforts to inform better culture-based recruitment and selection processes
(Walters, 2015). There are recommendations for integrating culture fit into recruitment
and selection processes (Walters, 2015). These recommendations include the need to
adequately train managers on, among others, various interview strategies (such as
behavioral interviewing), concepts of motivation fit, and interpretation of recruitment
data; how to use behavioral-based questions to asses candidate’s ability as well as
competencies that align core organizational values; the use of Realistic Job Previews; and
the utilization of motivational fit tool to analyze job and organizational traits, the use of
motivational questionnaires, and comparison of organizational and candidate profiles to
determine suitability (Jani & Saiyed, 2017; Li, 2015).

Employee expectations and motivation. One of the biggest challenges that
managers face is how to effectively motivate the workforce. Employee motivation is
central to overall effectiveness of an organization. In this regard, applied psychology is
critical in the workplace, whereby organizational behavior (an aspect of culture) is a key
to motivating the workforce (Kadir & Amalia, 2017; Pang & Lu, 2018; Subekti &

Setyadi, 2016). Toward this end, employees expect to be compensated and given career
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development opportunities on the basis of their performance and merit (Ehsan, 2018).
The relevant issues here, therefore, include employee appraisal and performance
management; compensation; career development; and employee involvement.

Compensation and appraisal. Compensation as an aspect of HR management
has to do with the planning, organizing, and control of direct and indirect payments given
to employees due to the work that they do. Many researchers have indicated that
compensation (and reward) administration focuses on organizational culture and as such,
encompasses the system of pay based on fundamental and interrelated policy factors
(Ehsan, 2018; Subekti & Setyadi, 2016). Consequently, each company implements a
compensation system that is unique to them by placing varying levels of emphasis on the
policy elements mentioned above.

Ehsan (2018) mentioned that for compensation to be effective, there has to be a
structure for appraisal and performance management, which is the systematic evaluation
of the performance of an employee, as well as their potential for development. According
to Wang (2016), compensation administration manager pays close attention to internal
equity and consistency (as informed by organizational culture). More specifically,
internal equity and consistency concerns, among others, rationalization of pay within any
one organization by analyzing, describing, and evaluating organizational structure and
job structure. Compensation and reward involve the comparison of job titles, analysis of
skill and competency levels in relation to the culture of work, and finally remuneration to
determine how each employee contributes to the achievement of organizational goals and
objectives through their work (Wang, 2016). This encompasses employees’ expectation

of fairness.
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For compensation to be effective, there must be a structure for appraisal and
performance management, which is the systematic evaluation of the performance of an
employee, as well as their potential for development (Ehsan, 2018). According to Wang
(2016), HR managers should help to set the organizational culture and help the
compensation managers to pay close attention to internal equity and consistency.
Employees at organizations have concerns related to internal equity and consistency
(Buttner & Lowe, 2017). Therefore, compensation managers should describe the
rationalization of the compensation packages within the organization by (a) explaining
the compensation market analysis (e.g., comparing the compensation at the organization
with that at other organizations), and (b) evaluating the organizational structure and job
description (Buttner & Lowe, 2017). Compensation and reward involve the comparison
of job titles, analysis of skills and competencies levels in relation to the culture of work,
and finally remuneration to determine how each employee contributes to the achievement
of organizational goals and objectives through their work.

Human resource and compensation managers should analyze compensation
packages based on relevant organizational policies and strategies so they can set
appropriate pay types and levels, as well as benefits among other forms of compensation
(Ehsan, 2018). This entails measuring job values, designing and maintaining pay
structure, paying for performance, competence and skill, and providing employee benefit
(Ehsan, 2018). The argument is that HR managers has a motivational effect on employees
through compensation, especially where there is a structure where employees receive
compensation that is reciprocal to their effort or performance (Ehsan, 2018; Kadir &

Amalia, 2017; Subekti & Setyadi, 2016). Therefore, it is generally agreed that managers
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who will develop a compensation system should take into account the internal
consistency when determining rates of pay for their employees, both those hold the same
positions and those who hold different positions, and all in accordance with prevailing
organizational culture (that is, organizational values and beliefs). The extent to which the
manager at an organization shows how he values certain employees and the nature of
their work and level of their productivity reflects an organization’s corporate culture
(Erthal & Marques, 2018).

Generally, several factors influence a company’s structure and level of payments
to employees. Buttner and Lowe (2017) indicated that the social customs and economic
forces (e.g., governmentally mandated minimum wage as a result of employee demands)
are factors that had influence on corporate pay structures. Ehsan (2018) highlighted job
requirements factors (in terms of skills, knowledge and experience) that HR managers
should consider while setting the payment structure. Other factors are employee
acceptance, employee knowledge and skills, and company factors. Employee acceptance
refers to the influence of employee expectation regarding their compensation. The
employee who has knowledge can influence the earnings of his/her colleagues.
Employees can either quit or file a lawsuit when they consider their compensation unfair.
Employees with knowledge and skills influence their bargaining power (i.e., the extent to
which the organization would like to retain them). For example, an employee who can
perform at different levels of the organization will often have a better bargaining power
(assuming he or she knew how to utilize that power). Finally, company factors include
the existence of a pay structure as well as supporting elements, such as technology.

Organizational culture is one of the company factors. It also includes the organization’s
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perception of pay, such as whether employees understand the payment as a tool for
motivation and commitment to the organization (Ehsan, 2018; Kadir & Amalia, 2017;
Subekti & Setyadi, 2016). All these are important aspects of the compensation system.

Kadir and Amalia (2017) pointed out that even as managers at organizations seek
to use compensation systems to attract and retain the best talent, the managers must also
pay attention to the importance of balancing the need to keep operational costs low. This
should be in line with the corporate cultures of many organizations, often exhibiting the
culture of cost minimization (Kadir & Amalia, 2017). So, the managers at an
organization’s pay rate is comparable with those of their competitors (Kadir & Amalia,
2017). Therefore, according to Batcha et al. (2017), to achieve external competitiveness
in relation to wage levels (that is, find a balance between too much and too little), the
managers must have a system for comparing wage levels with industry standards. And
ultimately it involves the examination of the company’s resources and goals, as well as
corporate culture to determine their own working wage levels.

Batcha et al. (2017) argued that managers have a vital degree of control over-
compensation and, by extension, over performance. In such a corporate culture that
management establishes good pay for employees and at the same time has a culture that
ensures rewards and bonuses for employees, there is incentive for employees to not only
commit to the organization, but also go the extra mile (Al-Madi et al., 2017). Therefore,
employees use common sense to know what to do when faced with situations that are not
exactly within their job description, rather than refusing to do the task as none of their

business (Al-Madi et al., 2017). As a result, this indicates that an employee feels a sense
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of ownership and belonging, so the employee does the best that is possible to help
achieve organizational goals (Farroqui & Nagendra, 2016).

Career planning and employee participation. Career planning related to
employees’ aspirations regarding their career growth and development. Career planning
involves providing opportunities for internal mobility as part of internal succession plan
and a program that entails a comprehensive approach to professional development, all
this as a part of organizational values on employee career growth and development
(Anthony & Weide, 2015; Brent & Perez, 2015; Caleb, 2015; Camacho, 2015). Many
managers at organizations do not have the approach for helping employees discuss their
career aspirations and the potential to achieve those aspirations within their organizations.
The same is true of these organizations, where employees are completely unaware of any
career paths in their organizations. However, it is important to understand that employees
have an important role to play in their career planning, but only with the help of
organizational values that can help to enhance what Piotrowski (2015) calls “self-directed
employee career development” (p.41). As evident in this description, the main element is
whether an employee has a voice through participation and involvement, and
organizational culture is critical in this regard.

Employee participation. Employee involvement is the participation and
empowerment of employees to be involved in decision-making processes, where the
manager involves the employees' input toward the achievement of both organizational
and employee goals and objectives (Irawanto, 2015; Qi & Wang, 2016). Employee
involvement is the process of allowing the employees to participate in decision-making as

well as problem-solving and are given more autonomy at the workplace. Employee
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involvement is often geared toward motivating them to be more committed and
productive as a result of higher job satisfaction (Qi & Wang, 2016). The idea stems from
the understanding that employee empowerment requires a certain degree of forfeiting a
command-control system as well as a mechanistic structure. In this regard, managers do
not control the employees and instead, act as facilitators.

I searched the literature for employee participation within the context of
organizational culture. According to Brenyah and Obuobisa-Darko (2017), organizational
culture design influences the perceptions of employees regarding their involvement and
relationship at the workplace. Toward this end, employee involvement is high in
organizations with strong cultures, which are characterized by employee performance and
cognition enriched by ethics. Researchers have generally shown that creating supporting
environments for the employee, which involved allowing them to work flexibly, can
empower them by creating confidence in the workplace (Brenyah & Obuobisa-Darko,
2017; Jiony, Harvey, Gom, & Ruth, 2015).

According to Irawanto (2015) and Jani¢ijevi¢ (2013), organizational structure is a
tangible manifestation of organizational culture. Organizational culture is a determinant
for employee involvement in key decision-making processes (Irawanto, 2015; Janiéijevic,
2013). Irawanto and Jani¢ijevi¢ also highlighted many mitigating factors regarding the
relationship between organizational culture and organizational structure.

Jani¢ijevi¢ (2013) highlighted the mutual impact of organizational culture and
structure in the process of organizational change. Jani¢ijevi¢ argued that organizational
culture and organizational structure both had impact on the behaviors of employees.

Organizational culture refers to intangible/invisible system of assumptions, values and
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beliefs, and norms that influence employee’s perceptions of the workplace and their roles
(Jani¢ijevi¢, 2013). Organizational structure refers to a rational and stable pattern of
actions and interactions that organizations undertake for the purpose of achieving
organizational goals (Jani¢ijevi¢, 2013). Particularly, organizational structure manifests
in the emphasis on the differentiation of power (Jani¢ijevi¢, 2013). Therefore, the
emphasis placed on positions of various employees within the organization, what
influences how they interact and how they communicate. Ultimately, organizational
structure relates to how employees perform their tasks toward achieving organizational
goals and objectives (Irawanto, 2015; Janiéijevi¢, 2013). According to Janicijevic,
organizational culture influences the design and implementation of organizational
structure.

Structure being more pervasive (meaning more enforced), it could also be that
organizational structure determines organizational culture (Irawanto, 2015). For example,
Irawanto (2015) observed that even as some organizations have made strides to create a
participatory culture where employees can gain full involvement in decision making
processes, this culture slowly dies as structure is increasingly built. Managers
significantly influence employees (through organizational structure) (Irawanto, 2015;
Janiéijevi¢, 2013). The influence of managers includes the extent to which employees
enjoy freedom and autonomy in the course of their work, and even whether they
participate in key decision-making processes (whether managers empower employees to
provide input for key organizational decisions) (Irawanto, 2015; Jani¢ijevi¢, 2013).

Employee freedom and autonomy relates to the specific model of organizational

structure that exists in the organization (Irawanto, 2015; Jani¢ijevié, 2013). There are
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many models of organizational structure, with various impacts on operations and
relationships within the workplace. However, the two main models of organizational
structure are vertical and horizontal structures.

Vertical organizational structures are highly hierarchical. This means that there is
emphasis on ranks as well as power and authority. Vertical organizational structures
affect how lower-rank employees interact with high-rank employees. The lower-rank
employees are ever conscious of the higher-ranking employees’ power and authority, and
this conscious awareness stands in the way of true interaction (Irawanto, 2015;
Janiéijevi¢, 2013). Indeed, this structure is rigid, with a strict line of communication
(Irawanto, 2015; Janiéijevi¢, 2013). One must report to someone in the next high
position, and this continues until the information reaches the right person. Therefore,
employee involvement is low in the vertical organizational structure (Irawanto, 2015;
Jani¢ijevi¢, 2013). Horizontal organizational structures are more flexible enabling a more
same-level interaction of employees regardless of rank. Any employee can communicate
directly with others no matter their rank (Irawanto, 2015; Janiéijevi¢, 2013). Therefore,
there is a better basis for employee involvement (Irawanto, 2015; Janiéijevi¢, 2013).

Managers can change employee involvement regardless of organizational
structure. Irawanto (2015) found that most of organizations that have a
vertical/hierarchical structure have made strides to establish participatory cultures.
However, organizational structure does not significantly influence the extent to which
employees enjoy autonomy and flexibility and, by extension, the extent to which they
feel empowered. Irawanto observed that even as organizations attempt to create a

participatory culture, these cultures slowly die as structure increasingly takes center-
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stage. In other words, as Jani¢ijevi¢ (2013) pointed out, it is paramount that
organizational culture and structure are consistent.

Training and development. Many researchers focus on lack of training and
development, in their studies, as one of the reasons for employee decisions to quit
(Asfaw, Argaw, & Bayissa, 2015; Hazra, Ghosh, Sengupta, 2017; Kristin, Sheryl, &
Robin, 2018). Training and development is a HR management function that involves
organizational activities aimed at improving the competence and performance of
employees (Kristin et al., 2018). In a study on the impact of training and development on
employees, Hazra et al. (2017) argued that training and development becomes a way for
the organization to arm employees with the skills, information, and technology required
to for high services standards.

Training and development improve employees’ effectiveness and performance
(Asfaw et al., 2015). Training and development of employees also has an important
motivational impact on employees as it cultivates and supports the desire among them to
progress (Asfaw et al., 2015; Hazra et al., 2017). It shows employees, through true
investment and by example, the value that the organization places in their learning and
development, providing opportunities for career mobility within the organization. In this
regard, training and development programs are key to team building as they have positive
impact on job satisfaction and organizational commitment, thereby playing a mediating
role on employees’ intention to quit (Mansoor, Shah, Rehman, & Tayyaba, 2015). Lack
of training and development implies a lack of commitment to employees by the
organization and, as such, a leading cause of lack of morale among the employees.

Moreover, training and development also provides a platform for employee orientation
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and socialization on organizational culture (Heather & Kissack, 2010). Investment in
training and development demonstrates commitment to employee retention by arming
them with cutting edge knowledge and practices.

Most often, managers implement training and development of employees to
enhance employees’ knowledge, skills, abilities and competencies (Hazra et al., 2017).
Hazra et al. (2017) showed that HR managers provided training programs that help in
influencing and improving the soft and hard skills of employees. Moreover, Hazra et al.
showed that team building was among the most important training and development
activities that had a positive impact on job satisfaction and organizational commitment.

Asfaw et al. (2015) argued that managers can understand the case of
organizational culture and employee training and development from the impact of
organizational culture on employee commitment. Organizational cultures have an impact
on the extent to which employees perceive the environment around them, and in turn
their commitment to the organization. Particularly, organizational culture manifests in
how the management communicate with the junior staff, and how the latter ultimately
develop trust for the management and organization (Anthony & Weide, 2015). Employee
training and development seem to provide a way to affect the two (organizational culture
and organizational structure).

Conclusion of the Literature Review

The purpose of this literature review was to conduct a comprehensive literature
review about transformational leadership theory based on insights by both Burns (1978)
and Bass (1985). The leadership is about interactions and transactions between leaders

and their followers. Such relationships emerge explicitly in the transformational style of
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leadership. Both Burns (1978) and Bass (1985) acknowledged the critical role that
transformational leaders play in motivating and influencing the actions of their followers.
The achievement of this goal is essential for the leaders to allow their followers to
transcend personal needs and instead focus more on how to attain organizational goals.
The goal of any organization is to ensure that all employees are working toward the
achievement of a common vision (Bass, 1985; Burns, 1978). Therefore, this review of the
literature has shown that transformational leaders are instrumental in transforming
organizations because they create and communicate the vision of an organization in a
way that motivates followers to support its achievement. As such, an in-depth
understanding of how transformational leadership affects organizational processes and
people is valuable knowledge for leaders.

The business environment has evolved rapidly in the last few decades as
managers continually seek to gain a competitive advantage for the firms and outdo their
competitors. One of the key fronts that have emerged is the management of HR. Human
resource managers have realized the critical role that their employees play in achieving
their organizational goals. Toward this end, they are always looking for new ways of
ensuring that they retain their best talents. I highlighted some of the key strategies that
organizations are using to minimize labor turnover in a bid to gain a long term and
reliable competitive advantage of a highly trained workforce.

Transition

Section 1 of this qualitative multiple case study contains a brief and concise

overview of the background of the problem (employee turnover) followed by details

related to the problem statement (to explain the scope of the problem), and purpose
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statement (to describe the intent of the research). There is a discussion of the nature of
this study (research method and design). After that, I presented the research question (that
aligned with the specific business problem and purpose statement) and interview
questions (that aligned with the research question). For the conceptual framework of this
study, the transformational leadership theory serves as a lens to explore strategies that HR
managers use to reduce employee turnover. Then, there are operational definitions and
assumptions, limitations, and delimitations of the study. After that, there is the
significance of the research description that includes contributions to business practice
and the implications for social change.

A review of the professional and academic literature includes topics related to the
conceptual framework of my study (transformational leadership theory), supporting and
contrasting theories (such as charismatic leadership theory and transactional leadership),
the concept of employee turnover, and the employee’s theoretical perspectives on
turnover. After that, I focused on the primary key issues that HR managers are often
expected to address as strategies for reducing employee turnover (i.e., organizational
culture and employee turnover, aligning recruitment and selection to organizational
culture, and employee expectations and motivation).

Section 2 contains a description of the researcher role in the data collection
process and identifying qualified participants. Section 2 also contains justifications for
the selected research method and design and the sampling method. After that, I discussed
the ethical research standards and ensuring the protection of the study participants.
Section 2 also includes an explanation of data collection instruments, data collection

technique, data organization techniques, data analysis, reliability, and validity.
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In Section 3, I explained the findings and a detailed discussion on the applicability
of the findings concerning the professional business practice. After that, I discussed the
implications for social change. Section 3 includes recommendations for action,
recommendations for further research related to improving business practice, a reflection
on my experience within the Doctor of Business Administration (DBA) doctoral study

process, and conclusion.
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Section 2: The Project

In this section I will describe the role of the researcher in the data collection
process and the relationship I have with the topic, participants, and research area. Section
2 includes discussion related to the protection of the privacy and confidentiality of the
data collected. I will describe the eligibility criteria for selectin study participants and
discussed strategies for gaining access to participants and establishing a working
relationship with them. I will also give the justifications for the selected research method
and design and the sampling method. Finally, I will discuss the ethical research standards
and ensuring the protection of the study participants.

Purpose Statement

The purpose of this qualitative multiple case study was to explore strategies that
HR managers in the pharmaceutical industry used to reduce employee turnover. The
targeted population consisted of the HR managers of the four pharmaceutical companies
in the Northeast United States. The implications for positive social change include the
potential to develop strategies to reduce employee turnover, which in turn may lead to
more stability for families of employees, new employment opportunities, and promotion
of prosperity for the community.

Role of the Researcher

When researchers conduct interviews for their qualitative studies, they pay
attention to the respondent through active listening (Smith & Sparkes, 2017). Researchers
use strategies such as probing and paraphrasing, which enable them to connect with
participants (Smith & Sparkes, 2017). Using this approach, researchers create a more

comprehensive discussion on the subject matter (Smith & Sparkes, 2017). In my role as
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the principal researcher, I collected relevant data (using open-ended questions) and
reviewed some of the companies’ various documents that participants provided to me. I
forged interpersonal relations with the multiple participants of an ongoing study and
using non-verbal cues was critical due to several reasons. First, I used interpersonal
relationships to establish trusting and empathic relations with the respondents. Second, I
used interpersonal relationships to help in the overall protection of the participant’s
privacy and confidentiality. This attribute was particularly important when participants
want to disclose critical information. Finally, interpersonal relationships also prevent the
occurrence of psychological harm to both the researcher and the participants (Slade &
Sergent, 2019).

I abided by the rules and procedures in The Belmont Report of 1979 (Belmont
Report, 1979). For example, providing an informed consent form to the participants and
maintaining their privacy and confidentiality throughout my study. In studies that involve
human participants, researchers are ethically and legally bound to respect the
participants’ right of informed consent (Dankar, F. K., Gergely, & Dankar, 2019). It is
one of the main principles in The Belmont Report, The Nuremberg Code, and The
Declaration of Helsinki (Constantin, 2018; Dankar et al., 2019).

There were several measures to safeguard the identity and privacy of the
participants. For example, linking the name of every participant with a code number,
using this code number (instead of using the name of the participant), and keeping the
sheet linking the name of the participants and the code numbers in a locked filing cabinet

in my home office. I was the only one who had access to this cabinet. Furthermore, I used
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a password for my laptop, so no one except me could have access to the data on my
laptop.

The sampling method for this study was a purposeful sampling of the participants.
Researchers use purposeful sampling to leverage limited resources and select cases that
have rich information (Duan, Bhaumik, Palinkas, & Hoagwood, 2015). It is necessary to
protect the participants in from both mental and physical forms of harm. All participants
received equal treatment. I ensured to identify only individuals who did not have any
personal ties of interaction with me before this investigation. However, I had prior
experience in the geographical location of these individuals and the pharmaceutical
industry but not with the participants.

During the 5 years I worked in the pharmaceutical industry, I witnessed a
significantly high number of employees leave their jobs. However, I used several
approaches during this study to ensure that my personal views did not influence the
results of this study. Researchers have relied on the phenomenon of epoché-reduction to
reduce bias during their investigations (Van Manen, 2017). Phillips (2016) asserted that a
researcher could alleviate the effects of bias by using disciplined subjectivity. Therefore,
the researcher needs to understand that bias and ethnocentricity are pre-conceived notions
(Phillips, 2016). I needed to recognize my own biases and acknowledge that the
participants might have views and opinions that might oppose my stance on the subject
matter. I did not draw any conclusions about participants’ culture based on my cultural
traditions and values.

Clancy and Vince (2019) showed that human emotions and opposing opinions of

both the participants and the researcher have the potential to undermine the quality of
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research. Despite this, researchers cannot truly eliminate these factors because of the
critical role they play (Clancy & Vince, 2019). Emotions and opposing opinions can be
parts of the multifaceted nature of research findings (Clancy & Vince, 2019). Most
notably, researchers can acknowledge these elements and provide additional insight into
the study (Clancy & Vince, 2019). Therefore, I was open to research findings that either
supported or competed against my perspective on the subject under study.

Researchers use interview procedures to gather the overall perspectives of the
participants (Taylor, Fornusek, Ruys, Bijak, & Bauman, 2017). Researchers conduct
interviews through a series of questions and seek to not only create a clear path for the
interviews but also encourage the interviewees to provide more information on an issue
that may not be covered in the questions (Taylor et al., 2017). Researchers demonstrate
increased support for triangulation because they consider it useful (Turner, Cardinal, &
Burton, 2017). Researchers use triangulation and implement multiple data collection
approaches to promote a more comprehensive understanding of the subject under
investigation (Khaldi, 2017; Shoaib & Mujtaba, 2016).

Relying on an interview protocol was necessary to maintain uniformity during the
preparation, interview, and post-interview stages (see Appendix A). Castillo-Montoya
(2016) developed an interview procedure that consists of four stages that researchers can
use to improve their interview processes. In the first stage, the researcher ensures that the
interview questions reflect the idea presented in the research question. In the second
stage, the researcher creates a conversation depending on inquiries related to the topic of
the study. In the third stage, the interviewer collects relevant feedback regarding the

protocol. In the final stage, the interviewer conducts a pilot of the interview protocol. I
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used the first three stages to make sure that my interview protocol met the requirements
of Walden University’s Institutional Review Board (IRB) and the doctoral study
guidelines at Walden University.

Participants

Having sufficient research participants is critical because the qualitative
researcher needs adequate information to be able to study the phenomenon in-depth and
provide a rich context (Saunders & Townsend, 2016). The eligibility criterium for
individuals who participate in my study was that they hold an HR manager’s position
within the pharmaceutical industry. Martinez-Mesa, Gonzalez-Chica, Duquia, Bonamigo,
and Bastos (2016) indicated several factors that determine the overall number of
participants in the research. These factors include the intent behind the study, what the
researcher wants to explore, what is at stake, what data is beneficial, and whether this
information is credible (Martinez-Mesa et al., 2016).

The participants in my study were HR managers who have successfully
implemented strategies to reduce employee turnover in their various organizations
located in the Northeast area of the United States. According to Maramwidze-Merrison
(2016), for a qualitative study to be successful, the qualitative researcher should conduct
interviews with experienced representatives of an organization who can provide relevant
and appropriate answers to the interview questions. Additionally, researchers can gain
more insight regarding identifying appropriate participants and whom to include in the
study through strategies like reviewing business directories, organizational databases, and
business listings (Maramwidze-Merrison, 2016). Maramwidze-Merrison indicated two

forms for gaining access to participants: primary and secondary access. The primary
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access is the process that occurs when the researcher is trying to have permission from
the managers at an organization to conduct research. The secondary access is the process
when the researcher is building the relationship with people at an organization to gain
access to related information or other people at the same organization (Maramwidze-
Merrison, 2016).

During the initial stages of my study, identifying potential participants was
through LinkedIn, which contains various businesses and professionals. Additionally, I
reached out to the HR managers (from different pharmaceutical firms). I used the email
addresses obtained from them or LinkedIn for the initial contact with them as potential
participants. In the email, there was an explanation of the purpose of the study, interview
process, and interview questions. The email contained a question to ask for voluntary
participation in this study. If potential participants agreed to participate in the study, they
received the informed consent form by email.

I arranged an introductory telephone call to have a conversation with the potential
participants after they expressed their desire to participate through email. During this
initial phone call, I explained the interview process and answered their questions related
to the interview. During the conversations, I determined if the potential participants were
a good fit for this study. The potential participants received more information regarding
the proposed research. This information made it possible to seek out informed consent
from them before proceeding to the next phase of the study (i.e., the interview).
Goodman-Delahunty and Howes (2016) showed that initial consultations should be used
to prompt an individual’s participation. After the potential participants agreed to be in the

study, I had a scheduled face-to-face interview with the participants. During the period
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between the introductory call and the scheduled interview, I provided any additional
requested details regarding their roles in the study.
Research Method

The purpose of this qualitative study was to explore strategies that HR managers
in the pharmaceutical industry used to reduce employee turnover. There are three primary
research methodologies: qualitative, quantitative, and mixed methods (Almalki, 2016;
Yin, 2018). When researchers use the qualitative research method, they place more
emphasis on observing and interpreting the data they collect from the individuals who
participate in the study (Park & Park, 2016). The objective of qualitative researchers is to
promote deep understanding while analyzing and interpreting the participants’ evocative
answers to the interview questions and explaining the similarities and differences
between the participants’ perspective (Park & Park, 2016). Qualitative researchers strive
to identify any theoretical findings and make discoveries to respond to their research
questions, all in the ordinary setting of the participants (Park & Park, 2016). According to
Murshed and Zhang (2016), qualitative researchers want to develop an in-depth
understanding of the phenomenon within a setting. Researchers use a qualitative research
method to conduct a wide-ranging and comprehensive analysis (Yardley, 2017). Most
importantly, qualitative researchers display significantly high levels of commitment and
precision by providing an in-depth description of the phenomenon of interest (Yardley,
2017). Therefore, qualitative research was the most appropriate research method for my
study because I wanted to explore different perspectives conducted thorough an
exploration of different perspectives, develop more understanding into a business

problem, and derive themes from the responses of the interviewees.
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In quantitative studies, researchers utilize arithmetic, and experimental and
statistical analysis to provide an account of the different ways in which variables interact
with each other (Khaldi, 2017). In this manner, quantitative researchers display a
preference for the acquisition of theoretical forms of knowledge rather than the
understanding from personal experiences (Murshed & Zhang, 2016). Quantitative
researchers conduct an exhaustive analysis of the basic facts and use this to explain
people’s behavior (Murshed & Zhang, 2016). Researchers who use quantitative analyses
do not include human interactions, daily lived experiences, and individual accounts of
these experiences (Marshall & Rossman, 2016). Despite this, the researchers must
ascertain that the data they collect display a significant amount of frequencies,
occurrences, and similarities. According to McLeod (2017), the sample size of
quantitative studies must be extremely large for the researchers to find similarities and
patterns. In quantitative research, when the sample size is too small, the researchers may
generate unreliable and invalid findings due to the limited amount of data. Park and Park
(2016) explained that quantitative research relies on the careful collection of different
quantitative variables of human behavior. Quantitative researchers study the associations
between these quantitative variables to find statistical relations (Park & Park, 2016; Yin,
2018). A quantitative research method was not appropriate for my study because I did not
study the interaction between variables.

According to Yin (2018), mixed methods researchers combine both qualitative
and quantitative research methods. According to Mabila (2017), there are six main
characteristics of mixed methods research. First, mixed methodology includes both types

of data (quantitative and qualitative). Second, using mixed methodology carries the need
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for analyzing quantitative and qualitative data. Third, the mixed methods approach has an
exhaustive procedure for both qualitative and quantitative data. Fourth, researchers
integrate both data sets. Fifth, researchers consider equal or unequal emphasis on each
type of data (quantitative or qualitative). Finally, the overall model depends on a rigorous
and valid school of thought. When researchers use a combination of different research
methods (i.e., mixed), they can generate a significantly high level of understanding due to
triangulation (Khaldi, 2017; Turner et al., 2017). Triangulation is an approach in which
the researcher uses several methods to identify and accumulate meaningful information
that is aligned with the questions that are guiding the research (Turner et al., 2017). One
form of triangulation includes the combination of field studies with the laboratory
experiment, a clear indication of multiple methods (Turner et al., 2017). The mixed
methods approach was not appropriate for my study because I used only the qualitative
research method and not the quantitative method.
Research Design

For a qualitative study, there are four primary designs: case study,
phenomenology, ethnography, and narrative inquiry. According to Yin (2018),
researchers use case study as a research design to generate a report on individuals and
events. The case study is an experiential-based method of investigation in which
qualitative researchers attempt to explore a subject matter while it is in its original
context (Runfola, Perna, Baraldi, & Gregori, 2017). Under this approach, there are no
distinct differences between the phenomena and its context (Runfola et al., 2017).
Furthermore, the researcher relies on numerous sources of information and attempts to

generate an exhaustive understanding of a social phenomenon, such as individual and
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group behavior and the practice of management (Runfola et al., 2017; Yin, 2018).
Therefore, qualitative researchers use case study design to develop a more comprehensive
understanding of elements and events while they are in their original context.
Considering this, the case study design was the most appropriate design for my study
because | wanted to investigate an event (employee turnover) in-depth and provide a rich
text description.

According to Letourneau (2015) and Nazir (2016), using a phenomenological
study design allows the researcher to focus on human lived experiences. Therefore, by
using a phenomenological research design, qualitative researchers attempt to generate a
comprehensive portrayal of a phenomenon based on the study participants’ live
experiences (Daher, Olivares, Carré, Jaramillo, & Tomicic, 2017). The phenomenological
study design was inappropriate for my study because I was not focusing on the human
experience of HR managers participating in this study.

Another research design is ethnography. Anthropologists initially developed an
ethnographic research design for investigating other people’s way of life or culture
(Ferraro & Andreatta, 2017). Ethnography helps to generate more insight and information
on how people from different cultures lead their lives. The qualitative researcher uses
ethnography to place more emphasis on engaging in observation of other people’s culture
(Yin, 2018). The passive events, objects, and individuals are a more reliable way through
which researchers can attain an accurate representation of the world (Yin, 2018). The
ethnographical design was inappropriate for my study because I did not collect data about
shared beliefs and behaviors over an extended period, and I was not focusing my research

on ethnic groups and cultures.
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Qualitative researchers use narrative research design to understand the
development, current operation, and future endurance of individuals based on their
personal stories (Hamilton, Discua Cruz, & Jack, 2017). The researcher can determine the
multifaceted processes that contribute to the creation, organization, and administration of
such an individual from the personal story (Hamilton et al., 2017). Researchers who
employ narrative research design use reciprocal forms of reflection as well as co-
construction to understand the subject under evaluation (Hamilton et al., 2017).
According to Brown (2017), narrative researchers rely on conversations and their
interpretation of the participants’ stories. According to Hickson (2016), qualitative
researchers should focus more on the narratives told by the participants. Researchers
focus on the narratives to gain more insight into the context, constructs, and additional
features of the narrative (Hickson, 2016). The narrative design’s success depends wholly
on the researcher’s ability to employ a reflexive approach (Hickson, 2016). It is worth
noting that all this is impossible to achieve in the absence of the researcher’s and
participant’s ability to engage in the process of reflection (Hickson, 2016). According to
Shapiro (2016), researchers use a narrative study design to have a shared narrative
context derived from the collected life stories of participants. The narrative study design
was not a suitable study design for my study because I did not obtain the life stories of
participants.

A researcher’s inability to attain a high level of saturation in the data collected
could undermine the quality of a study because it negatively affects the validity of the
data and associated findings (Saunders et al., 2018). Semistructured interviews,

particularly those that rely on open-ended questions, are better placed to achieve
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saturation criterion (Nascimento et al., 2018). When there is enough information for other
researchers to reproduce a study, it means that the initial researcher has attained desirable
and appropriate data saturation levels (Saunders et al., 2018). The researchers reach a
data saturation level when they cannot obtain new information and additional coding is
no longer feasible (Nascimento et al., 2018). Saturation is only attainable when
researchers conduct a comprehensive analysis (Nascimento et al., 2018). Analysts are
prone to encounter difficulties in placing data into categories and generating new
concepts if enough data (i.e., saturation level) are absent (Nascimento et al., 2018).

Researchers can attain saturation through interviews (Weller et al., 2018). There is
a clear and direct link between triangulation and data saturation due to triangulation’s
capacity to generate multiple forms of data, which in turn strengthen the overall study’s
accuracy, validity, and reliability (Varpio, Ajjawi, Monrouxe, O’Brien, & Rees, 2017).
The researchers use triangulation, so they can merge information they retrieve from
different sources as a means of promoting coherence and consistency in research (Yin,
2018). Member checking is considered a critical tool in research and the interviewers use
member checking to return analyzed versions of the data to the participant for
confirmation of accuracy (Thomas, 2017). In my study, I conducted in-depth interviews
and continued interviewing more participants until identifying a repetition of themes
from the collected data. The implementation of data triangulation and member checking
were critical to ensure reaching data saturation.

Population and Sampling
The need to identify cases that have adequate information while using minimal

resources is what drives purposeful sampling (Valerio et al., 2016). Purposeful sampling
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is a method that researchers often use to identify individuals who are prone to feeling the
effects of the issue under investigation (Valerio et al., 2016). Researchers use purposeful
sampling to maintain a more thorough approach to study, through focusing on variables
and characteristics that make an essential contribution to the study (Valerio et al., 2016).
The researcher can implement purposeful sampling through several steps (Ames,
Glenton, & Lewin, 2019). To begin with, the researcher identifies the study population
through inclusion and exclusion criteria. Additionally, the researcher chooses a sample
size that is both appropriate and useful for the study. The researcher also needs to develop
a sampling strategy that enable the identification of participants that the researcher
includes in the research. Finally, the researcher creates the sample by conducting
recruitments that target the identified population. A researcher who wants to determine
the extent to which individuals differ in their ability to adapt to various conditions can
employ purposeful sampling (Ames et al., 2019). In studies with a large amount of data,
purposeful sampling is used to narrow down the criteria for inclusion (Ames et al., 2019).
I used a purposeful sampling method to select HR managers who participated in my
study.

Another important sampling method that researchers use to identify participants is
convenience sampling. It is a non-random and nonprobability selection of the
participants. Using convenience sampling, researchers select predetermined criteria and
include any members of the population that meet these criteria (Etikan, Abubakar, Sunus,
& Alkassim, 2016). These criteria can consist of factors, such as easy accessibility,
proximity to an area (e.g., geographical location), availability at a specific time, and the

desire to participate in the study (Etikan et al., 2016). While this sampling method was
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indeed convenient, I did not use convenience sampling because using this sampling
method lead to that not all qualified individuals in my target population have equal
chances of participating in my study. Snowballing is a sampling approach that
researchers use to identify participants based on information from other respondents
(Kirchherr & Charles, 2018). There was no snowball sampling in this study because the
focus was on seeking participants who met specific eligibility criteria.

Robinson (2014) mentioned that he conducted research with a sample of five HR
managers who could answer the interview questions. I followed Robinson’s example and
used purposeful sampling to identify five HR managers who can provide detailed answers
in order to answer the research question. Then, the HR managers may provide HR current
records related to employee turnover and compare it to employee turnover previous
records. Using this comparison was useful to determine whether the strategies that HR
managers have used have been active in reducing their organizations’ turnover.
Researchers need to ensure that they maintain transferability when they are identifying
their study sample (Marshall & Rossman, 2016). Essentially, their results ought to be
highly credible, reliable, and easy to use when the need to replicate them arises (Marshall
& Rossman, 2016). Using a purposeful sampling was the most appropriate sampling
method for my study because HR managers are knowledgeable enough to provide
reliable answers and, therefore, they were the best individuals to provide me with
information related to strategies they used to reduce employee turnover.

My target population for this study was HR managers who work in the
pharmaceutical industry located in the Northeast area of the United States. Furthermore,

these HR managers have experience implementing successful strategies to reduce
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employee turnover. I identified five HR managers (of four pharmaceutical companies)
who met the eligibility criteria (i.e., working in the pharmaceutical industry and being an
HR manager). Other researchers have relied on a similar number of participants. For
example, Shaheen (2016) studied employee retention using a case study research design
and included five participants. Additionally, Miller (2017) also adopted a similar
approach with five participants to study employee turnover. Similarly, Combs (2017)
studied employee turnover and employed multiple case research designs, but only relied
on data collected from two individuals. It is worth noting that all the researchers
mentioned above were investigating the event of employee turnover using a sample size
of five participants or a lower number of participants. Due to the similarity of my study to
the three studies mentioned earlier, the minimal number of five participants were
adequate and appropriate for my study. My research was a qualitative multiple case study
to explore strategies that HR managers in the pharmaceutical industry used to reduce
employee turnover.

According to Constantinou, Georgiou, and Perdikogianni (2017), qualitative
researchers reach data saturation when they cannot identify a new theme from the
collected data. Britton, Pieterse, and Lawrence (2017) recommended the use of
triangulation of data, field notes that are reflective in nature, exhaustive interviews,
member checking and extended interaction with the participants to ensure data saturation.
According to Britton et al. (2017) and Yin (2018), researchers seek member checking to
generate data that is consistent with the participant’s opinions by allowing them to
confirm that the results are accurate. I followed Britton et al. recommendations to ensure

data saturation. After transforming interview recordings into written data, the next step
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was making sure to include all the information covered during the interview. Then,
creating a brief statement of the interviews and highlighting the main themes that
emerged. After the final analysis of the data, each participant received an email that
contains the summary of the participant’s response. The participant can verify the
information to ensure an accurate reflection of the answers generated from the
participant’s experience and perspective. Interpretation of the data was in a manner that
reflective of the participants’ responses. The participants had the opportunity to add
additional suggestions and corrections if needed. Researchers achieve data saturation
level when they have enough information to replicate the study (i.e., no possibility to add
more information). Hence further coding is not feasible (Nascimento et al., 2018;
Saunders et al., 2018). Triangulation is a procedure that lets the researcher combine data
collected through multiple tools and from different sources to maintain congruency (Yin,
2018).

Interviewers may have concerns related to safety issues (Ecker, 2017). Some of
the approaches that interviewers can use is promoting the safety of interviewers while
data collection procedures include having many interviewers at a private interview site
and providing them with adequate training (Ecker, 2017). Additionally, the interviewers
need to ensure that they always keep their cellphones on them during the interview for
their safety (Ecker, 2017). Interviews conducted within private residences present
numerous challenges, which are absent in those that researchers carried out in public
places (Ecker, 2017). Researchers showed that various factors of the environment could
affect the participants’ desire to reveal confidential information (Dawson, Hartwig,

Brimbal, & Denisenkov, 2017). These factors include the size and the general setting of a
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room (Dawson et al., 2017). For example, some people might feel comfortable in a
specific environment, while others may feel like they are under a lot of pressure. To
ensure that the participants were comfortable and that there was no distractions during the
interview, I made sure to choose an impartial location for the interview sessions (e.g.,
public library). The site was also secure enough to protect all individuals involved from
harm. The interview protocol (see Appendix A) for this research contains additional
details regarding the entire process.

Ethical Research

According to Baker et al. (2016), researchers should follow their institutional
procedures of ethics and demonstrate adherence to these ethical standards. Researchers
must present their informed consent form to the ethical committee (e.g., IRB) and have
approval before conducting the research (Baker et al., 2016). Walden University’s IRB
determines a researcher’s compliance with the basic ethical principles that a researcher
must follow when conducting a study that involves human participants.

The informed consent form is a document that contains all detailed information
about the study (Dankar et al., 2019). This information includes the goals of the research,
the role the researcher expects the participant to play throughout the study, and the
potential harms and costs these individuals may incur by choosing to become a part of the
study. Researchers use informed consent forms to help the prospective participants to
take an informed decision regarding participation in the research and protect them from
any harm (Dankar et al., 2019; Yin, 2018). The researchers must provide a consent
document to gain people’s consent to become a part of the investigation before the start

of the study, so the participants have a full understanding of the research (Yin, 2018). I
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used the informed consent form in the early stages of research, particularly before I begin
to collect data.

The IRB at Walden University received an email that contains my informed
consent form and my interview protocol (see Appendix A). After having the approval
from the board, I included Walden University IRB approval number in my final doctoral
study and on the informed consent form. The next step was to start contacting the
potential participants. The participants in this current study were HR managers working
in the pharmaceutical industry in the Northeast area of the United States. Each potential
participant received an email one week in advance (before the proposed date of the actual
interview), and the email contained the informed consent form document. Each potential
participant had the time to review the information in the informed consent form and
decided regarding the willingness to take part in this research. The HR managers
provided their informed consents through signing the consent forms in person on the day
of the interview, before the beginning of the interview process. I also signed the forms
and date them appropriately before the interviews begin.

Participation in this study was voluntary. The potential participants had the
freedom to accept or decline the invitation to enroll in my research. Furthermore, the
participants could pull out of the research at any time during the study (i.e., withdraw
from the study before or after the interview without having to provide any explanations
for their decision to withdraw). To withdraw their consent, these participants could reach
out to me either through e-mail or phone (the process was provided in the informed

consent form). The decision to withdraw consent was not associated with reprimanding
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or any other types of repercussions. For any individual who decided to withdraw from my
study, I deleted all his or her information and did not include it in the analysis.

Potential participants did not receive any incentives or rewards to encourage their
participation in my study. According to Hidi (2016), rewards include items, situation, and
activities to motivate people to engage in a particular action. Hidi indicated that rewards
could change behavior to have such an object. Individuals assume that their engagement
in activities with rewards will result in more rewards (Hidi, 2016). Additionally, offering
rewards can also influence people’s decision-making (Hidi, 2016). All participants in my
study received a thank-you card and an e-mail expressing gratitude for their participation.
Furthermore, I emailed them a copy of the published version of the findings.

The Nuremberg Code, Belmont Report, and the Declaration of Helsinki
emphasized the informed consent process (Constantin, 2018; Dankar et al., 2019). I
uphold the basic tenets of the Belmont research convention. For examples, keeping the
participants safe from harm, safeguard the information they revealed, protect the privacy
of the participants, and confidentiality of the data. Lindlof and Tylor (2019) indicated that
the researcher is responsible for managing data, maintaining the privacy of participants,
and the confidentiality of the data. Linking the name participants with code numbers and
using these numbers instead of using the names of the participants was the method to
maintain the privacy of participants and the confidentiality of the data in this study. Then,
it was necessary to keep the sheet (that linked the name of the participants and the code
numbers) in a locked filing cabinet in my home office. I was the only one who has access
to this cabinet. Using a password for my laptop was critical, so only I can have access to

the data on my laptop. Then, the next step was to keep this information for 5 years, and
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after that, destroying the soft and hard copies of the data. Deleting the soft-copy versions
includes deleting the interviewees’ information, informed consents, audio recordings, and
the interview transcript. Destroying the hard copy includes destroying the sheet that
contained the links between the participants and their code numbers, informed consents,
and the interview transcript.

Data Collection Instruments

I was the primary data collection instrument in this study. I collected and analyzed
data from the HR managers, through a semistructured interview and a thorough review of
pertinent documents. These documents include HR documentation of employee turnover
(e.g., annual and semi-annual reports). In qualitative studies, researchers employ
methods, such as interviews with organizational leaders and direct reports to collect
relevant information (Yin, 2018). It is crucial for the qualitative researchers to have data
so they can attain a comprehensive understanding of the organization’s policies and
strategies as well as the outcomes and impact those policies and strategies have on the
firm (Yin, 2018).

For qualitative interviewers to effectively collect data, the interviewers need to
employ several strategies. To begin with, interviewers need to implement active listening.
This approach requires the researcher to use both verbal and non-verbal cues to indicate
that he or she is listening to and understanding what the interviewee is saying (Yin,
2018). Additionally, active listening also requires researchers to establish a relationship
with the interviewees so that they can disclose more information in an unrestricted
manner (Yin, 2018). Most importantly, researchers create rapport with the participants to

promote an in-depth discussion of the subject matter (Maramwidze-Merrison, 2016).
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Probing is one of the ways interviewers can forge strong ties with their interviewees
(Smith & Sparkes, 2017). Furthermore, interviewers should also engage in paraphrasing,
which indicates that they are paying attention to the interviewees’ opinions (Smith &
Sparkes, 2017). Researchers use paraphrasing to cross-check the facts and confirm that
the interpretations reflect the interviewees’ sentiments (Yin, 2018). While face-to-face
interviews are a practical approach, some researchers rely on online tools, such as Skype,
to interview participants who are unable to meet them for an in-person conversation due
to time and geographical limitations.

Interviews are the standard method used to collect oral forms of information when
conducting a qualitative study (Wright, Wahoush, Ballantyne, Gabel, & Jack, 2016).
There are numerous forms of consultations and dialogue that researchers can use to
collect and evaluate information from participants. To begin with, Yin (2018) indicated
that the structured interview relies on a standardized script. The purpose of using a
structured interview is to maintain consistency across all interviews by following a list of
specific questions (Yin, 2018). Conversely, a semistructured interview enables the
researcher to pose questions based on the information he or she wants to discover (Yin,
2018). Therefore, the researcher can make alterations, during the interview, to the
questions that the researcher prepared before the study began. Finally, the unstructured
interview is one in which there is no guiding set of questions. Instead, the researcher can
ask general questions regarding the topic he or she wants to explore (Smith & Sparkes,
2017). In my study, I used semistructured interviews to create questions that reflected the
study’s aims, goals, and purpose. A comprehensive list of the questions is available (see

Appendix B). In addition to the original questions, there were also be follow-up questions
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that were on a probing nature. Using this strategy facilitates clarifying specific responses
and ensure that my interpretation and general understanding reflected the participants’
opinions.

Researchers can triangulate their research findings through a review of the
documents and other information they have collected (Yin, 2018). Furthermore, this
procedure also provides context to the overall study. In research, the researchers rely on
numerous data collection tools, including observation, document reviews, and interviews
(Johnson et al. 2017). I employed a similar approach to my study. The data collection
tools, in this study, include annual and semi-annual reports (related to employee turnover)
and other relevant documents that participants provided (e.g., reports on the cost of
training new employees and overall labor costs). During the interviews, the data
collection for this study was according to my interview protocol (Appendix A). My
reliance on an interview convention was particularly beneficial because there was a
structure for both during and after the interview process. Furthermore, the interview
protocol was a guide. It has information on obtaining participant’s consent, strategies for
opening and closing the interview session, recording notes (as the interview was
ongoing), and coding the information that I did collect.

Researchers should take all the steps necessary to guarantee a high level of
reliability and validity in their data (Yin, 2018). There are many strategies that enhance
the reliability and validity of the data collection process, including triangulation, reflexive
writing, member checking, and debriefing the peers (Yin, 2018). When a researcher
involves the participants in the process of confirming data, through member checking, he

or she can minimize researcher bias (Birt, Scott, Cavers, Campbell, & Walter, 2016).
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While the researchers interpret the collected data, they must ensure they do not
undermine the interviewees’ opinions and point of view regarding the subject matter (Birt
et al., 2016). According to Moon, Brewer, Januchowski-Hartley, Adams, and Blackman
(2016), the reliability of the data collection depends on the extent to which the
researchers amassed data during the investigation. Study reliability reflects the ability of
third parties (e.g., researchers) to follow the various procedures undertaken to either
duplicate the research or provide a critique (Yin, 2018). Conversely, validity refers to the
degree to which a researcher reflects the actual opinions expressed by the participants
(Yin, 2018). Valid research does not contain biased interpretations and personal views of
researchers (Moon et al., 2016). Researchers can maintain credibility in their study by
demonstrating a consistent link between data collected and the conclusions (Yin, 2018).
Valid research is not only confirmable but also easy to understand by the target audience.
Transferability is a term used to indicate the external validity of a study (Moon et
al., 2016). When research makes a significant contribution to theoretical knowledge,
people can apply the findings in a real-world setting. Therefore, scholars consider the
study to be valid and hence, transferable. The readers, as well as future researchers, will
rely on the transferability of research to either reproduce the study or implement its
findings in various settings (Moon et al., 2016). I reviewed the companies’
documentation, observed the participants, and interviewed participants using open-ended
questions as a means of collecting valuable information regarding the participants.
Qualitative researchers tend to employ a myriad of methods to amass information,
ranging from observation interviews and digital diaries, to case studies and focus groups

(Johnson et al., 2017). Attaining conformability in this research was by providing a clear
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description of how deriving the conclusions and interpretations from the information
(gained through using dialogue and conversations, data reviews, and observation
processes). Furthermore, it was critical to not including my personal opinions in my
study, which in turn demonstrated avoiding bias in this study. The study consisted of
explanations of concepts and adequate elucidation of the outcomes. Depending mainly on
the interview protocol (see Appendix A) helped to improve the overall accuracy of the
transcripts. Furthermore, by using member checking, there was an opportunity to align
the interpretations of the data with the participants’ perceptions.
Data Collection Technique

The researcher conducting a qualitative study aimed to interpret the participants’
expression based on of the participants’ views regarding a subject (Yin, 2018).
Qualitative researchers strive to implement strategies and models that can provide an
adequate representation of the participants’ opinions and provide satisfactory answers to
basic questions, such as why and how (Alderfer & Sood, 2016). Qualitative researchers
have many ways to collect data. Eyisi (2016) indicated some of the methods in collecting
data, for qualitative studies, include field notes, in-depth interviews, and open-ended
questions. All these methods or approaches have one thing in common: studying the
phenomenon without removing the individuals participating in the study from their daily
activities and environment (Eyisi, 2016).

Many qualitative researchers use a semistructured interview to conduct a thorough
discussion with the interviewees (Castillo-Montoya, 2016). They pose probing questions
to acquire more information regarding the participants’ experiences and views about the

subject matter (Goodman-Delahunty & Howes, 2016). Unlike using structured interviews
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that rely on a standardized script and a list of specific questions, interviewers use the
semistructured interview to gather more in-depth information from the participants
regarding various concepts and factors related to the topic under investigation (Yin,
2018). The participant can develop a more productive relationship with the interviewer
when the interviewer expresses thoughts without restrictions (Yin, 2018). I made sure
that I maintained the same semistructured approach when interacting with all five HR
managers and collected information from the employee turnover reports that HR
managers provided.

I conducted the interviews in a secluded area that was part of a local library.
There were three reasons for conducting my interviews at the local library. First, there
were private rooms in the public library, and this help in protecting the participants’
privacy, and no one know that I met the participants because of the interview. Second,
since the interview was in the library, distractions was significantly minimal. Third,
meeting at a public place was guarantee security for both the participants and me. Before
beginning the interview, it was critical to inform the participants that I was recording our
interaction using a recorder and my phone (for back up). If my recorder failed to record,
no need to stop the interview. Instead, my phone was there for the same function (i.e.,
recording). The recording of the interview also used as a reference for the transcription,
coding, and analysis of the responses.

I implemented a semistructured interview that depends on using open-ended
questions (see Appendix B). After asking a question, the participants had adequate time
to answer my interview questions exhaustively. Depending on their initial response to

each question, there were follow-up questions that served the goal of seeking the
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participant’s clarification on a specific matter. In addition to recording the whole process,
I also had reflexive notes on my notepad throughout the interviews. Whenever noticing
points needed to focus on during the interview, writing these points in the notepad was
necessary to ask follow-up questions, and seeking additional details and explanations.
When the interviews end, the next step was to offer gratitude to the participants for the
information they provided. In addition, I told the participants how much I appreciate their
decision to take time to speak with me.

According to Yin (2018), triangulation occurs when a researcher merges data
collected from varying sources, as a means of achieving uniformity. As part of my
triangulation methodology, I retrieved data from different sources besides the HR
managers. For example, significant reliance could be on the company’s documents that
the HR managers supplied. These documents included annual and semi-annual employee
turnover reports, orientation, and training records as well as publications that outline the
organization’s yearly labor costs. When reviewing these publications, recording relevant
information was critical to check the reduction in employee turnover levels after
participants (HR managers) implemented their strategies. The use of documents in
research enables the researcher to identify pertinent data that offers additional support to
other data sources (Britton et al., 2017; Yin, 2018).

Qualitative researchers use interviews that are not excessively structured (e.g.,
semistructured interview) so they can engage in active and supportive listening to the
participants (Yin, 2018). This strategy emphasizes building a trusting relationship with
the interviewee and implementing paraphrasing and probing techniques (Smith &

Sparkes, 2017). These tools urge the participants to engage in an in-depth dialogue
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regarding the subject under investigation (Smith & Sparkes, 2017). I conducted my
research using semistructured interviews to collect pertinent information from HR
managers who successfully implemented strategies to reduce employee turnover in the
pharmaceutical industry.

Semistructured interviews present a myriad of disadvantages. A semistructured
interview method tends to be very time-consuming (Yin, 2018). Because seeking to
promote an in-depth discussion of the topic, offering the participants ample time is
necessary to provide adequate and exhaustive responses to the interview questions.
Additionally, there is a high level of commitment when using semistructured interviews
because the interviewer and the interviewee need to arrange the time and attend
according to the prepared schedule (Yin, 2018). The participants in this study proposed
their time availability to arrange and schedule the interview enough time, so the
interviewee can check their schedule and confirm. Then, the potential interviewee
received an email one day before the interview to remind them of the date and time so
they could attend. Finally, interviews are only as good as the interviewer. Therefore, a
researcher lacking proper interviewing skills and an understanding of appropriate
strategies and tools are often incapable of performing an effective interview (Smith &
Sparkes, 2017). Therefore, I made sure to conduct adequate research regarding the skills
and tools required to improve the outcomes of my interview.

Triangulation method was critical in this study to improve the data saturation
level in the research. As mentioned earlier, triangulation involves using several sources,
to provide a more collective interpretation of information collected for research purposes.

In this study, there was a combination of document reviews, observation, reflective notes,
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and interview data to achieve triangulation. Despite the proven benefits of triangulation,
Glasper and Rees (2016) showed that using multiple methods in research can complicate
the research process. Triangulation may prevent researchers from remaining true to a
single method of collecting data (Glasper & Rees, 2016). Furthermore, there are concerns
related to the researcher’s reliance on multiple sources (Glasper & Rees, 2016). Owing to
these issues, researchers take precautions to ensure that they do not undermine the
reliability of the data they collected (Glasper & Rees, 2016). They should analyze the
data separately, before synthesizing it so that they can identify the similarities and
differences in data (Glasper & Rees, 2016). To avoid this problem, I conducted a
systematic review of the field notes, documents, and interviews separately. Eventually,
identifying similar themes that made a valuable contribution to my study.

The member checking procedure involves the researcher taking the summary of
results to the participants so they can confirm its accuracy and provide additional details
(Thomas, 2017). The interviewees use this information to provide confirmation and
additional details that the researcher may leave out during the initial interview. According
to Birt et al. (2016), allowing participants to provide their feedback to the summary of
results improves the overall accuracy of the study. Using member checking process, each
participant received a summary of the participant’s contributions results. Then, the
participant reviewed that summary, and I used any changes to augment my results to
increase validity.

Data Organization Technique
Researchers conducting a qualitative study rely on data management software to

organize various items, including field notes and interview transcripts. Data management
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software also contains transcribing features, which are beneficial for qualitative
researchers. According to Yin (2018), more and more researchers are separating
databases from case study analyses, which are now thought to be distinct. Researchers
should compile the information and arrange it in an orderly manner. It is also crucial for
researchers to separate the unmodified dataset from their interpretations of this
information (Yin, 2018). By using this distinction, readers and other researchers can view
the data that contributed to the general findings and conclusions of the research (Yin,
2018).

According to Appelbaum et al. (2018), the researchers should continue keeping
the databases and records of research for at least 5 years. The researcher should store the
data in a readable format. The researchers should store the data in a form in which other
participating researchers can access it so they can confirm the original researcher’s
conclusions. Most importantly, other participating researchers should not have access to
the informed consents and list linking participants to codes because the primary
researcher should protect the privacy of the of the participants and maintain the data
confidentiality. The researchers should protect the data from corruption and loss
throughout this period of 5 years.

NVivo® 12 is a computer program used to help in conducting qualitative data
analyses by organizing the data and tracking the information analyzed. Unlike software
used to conduct statistical analyses, NVivo® 12’s primary role is to aid the researcher’s
analysis process. Qualitative researchers use NVivo® 12 because they can display

various processes and outcomes while analyzing their data (Houghton et al., 2016).
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There is no known software that researchers can use to automatically analyze qualitative
forms of data.

NVivo® 12 is beneficial due to several reasons. To begin with, the qualitative
researcher can use the software to help in analyzing the data accurately and transparently.
Additionally, multiple users can use NVivo® 12, so they can work on the same set of
data at the same time (Robins & Eisen, 2017). Researchers who have a high level of
understanding regarding the inner workings of multiple user coding are more likely to
successfully generate quality qualitative analyses (Houghton et al., 2016). Furthermore,
researchers can use NVivo® 12 to strengthen their research findings by creating a
convention so they can guide the data synthesis (Houghton et al., 2016). I used the
NVivo® 12 program to organize the data from multiple sources (e.g., interviews and
document reviews) and to track my analyzed information. The next step was storing the
data that pertains to the study, such as my reflection notes, transcripts of the interviews,
and other relevant notes, in a flash drive protected with a password. After that, the step of
retaining the raw data on a similar storage device and place it in a fire-proof cabinet
located in my home office. Retaining this information was be for 5 years and then I
destroyed the data.

Data Analysis

The process of analyzing data begins when researchers compile relevant data
collected from their various sources (Yin, 2018). Once this process is complete,
researchers proceed to disassemble the data and place it into distinct categories. The

researchers then place the data into code and identify clusters. In the following stage, the



79

researcher endeavors to interpret the data and group its various components into different
and identifiable themes.

The researcher may employ triangulation and collect data from different sources
(Khaldi, 2017). According to Shoaib and Mujtaba (2016), studies are more likely to have
accurate and more convincing findings and conclusions when they depend on data
retrieved from multiple sources. Varpio et al. (2017) demonstrated that researchers use
triangulation to present an exhaustive analysis of the subject matter compared to studies
with a single researcher and data collection method and analysis. In my research, I
collected data from different sources: document reviews, face-to-face interviews, audio
recordings, and field notes. Facilitating the triangulation of data was by collecting the
data from the sources I mentioned. Then, the implementation of a five-step approach that
Yin (2018) used to perform data analysis. The first step was compiling the data from
different sources into a single database. After that, disassembling the data, before
eventually re-assembling it into distinctive categories and themes based on their
similarities and differences. The fourth step was interpreting the information. The final
step was writing the conclusion.

NVivo® is a computer software program that researchers commonly use in
qualitative studies to help organize and code data, which includes both images and texts.
Researchers use NVivo® to harmonize data they collected so they can identify
commonalities (Oliveira, Bitencourt, Zanardo dos Santos, & Teixeira, 2016). NVivo®
has numerous tools, which researchers can use throughout the different stages of

research.
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In my study, I chose to use NVivo® 12, and I installed the program on my laptop
that has a Windows operating system. By using NVivo®, there was an opportunity to
code and conduct additional evaluations on the collected data for this research. At the
same time, [ used NVivo® for data management because I was able to place all the
necessary information and materials collected throughout the study in the same place.

The case study database contains information that is distinctly different from the
information collected from the field (Bengtsson, 2016). The database is more likely to
include various forms of data, including numbers and other documents (Yin, 2018).
When compiling data, there was creation of several categories for the data. These
categories included employee satisfaction, employee retention, employee motivation, and
engagement with the job. Additional categories included managerial training and HR
management. Besides these six categories, other sets of data continued to emerge under
different and additional categories that added when analyzing the information in this
study.

According to Johnson and Rasulova (2017), researchers should treat their case
studies as a means through which they can contribute to basic principles and theories.
During the first stage of data analysis, researchers begin by transcribing and organizing
information that they retrieve using interviews. One of the ways of data disassembly is
through data reduction. Qualitative researchers use data reduction to break up a large
amount of information into small and manageable sizes (Marshall & Rossman, 2016).
The goal of data reduction is increasing the ability to interpret and understand the sets of

data.
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The data collected during the research should reflect the study’s purpose that the
researcher established at the beginning of an investigation (Yin, 2018). Information
should contribute toward the researcher’s enlightenment and increased knowledge of the
topic under review. Essentially, the researcher needs to remember the research question
and use it as a guide through the various stages of the study. For example, the
development of themes, a process conducted in the later stages of research largely
depends on this question. For the researchers to familiarize themselves more with the
information collected through interviews, they can go through the final transcripts.
Qualitative researchers check the interviews final transcripts to identify familiar
storylines and varying perspectives (Castleberry & Nolen, 2018). During the
disassembling stage, there was disassembling of the collected information into different
sections, such as document reviews, annual reports, and interviews. I identified emergent
trends and themes during this process to label and explain different perspectives. For
example, I recognized some of the factors that determine the overall rate of employee
turnover during the disassembling phase.

In the stage of data reassembly, the researcher needs to emphasize identifying
patterns and other commonalities and discrepancies in the data (Yin, 2018). However,
researchers need to take extra precautions to ensure that they do not introduce numeric
values into the information under assessment during this stage (Yin, 2018). This mistake
is not uncommon for researchers that rely on software to code and analyze research
information. Instead, they should strive to identify patterns and use them to code,
categorize, and interpret the data. Using these activities, researchers can shed more light

on phenomena they observed and focus on in the study (Ramani & Mann, 2016).
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When reassembling data, researchers identify some of the significant and minor
themes present in their data (Ramani & Mann, 2016). The researchers re-arrange the
large amount of data into small components, which are not only easy to analyze but also
easy to understand (Yin, 2018). At this stage, the researchers rely on their analytical skills
to place various sets of data into clusters and dividing these groups further into smaller
sub-clusters (Marshall & Rossman, 2016). I performed all these activities using the
software program, NVivo®. Then, the next step was identifying common themes,
clusters, and repetitions to code and divide the data into small manageable groups.

When providing a report on qualitative data, researchers create a summary of their
data using theme-based grouping (Yin, 2018). The researchers calculate the frequency of
individual factors, concepts, and terms to interpret the data (Yin, 2018). The researchers
can identify repetitiveness and redundancies in their data by analyzing and comparing the
various themes that they identified during the investigation. During this phase,
researchers can also identify the need for collecting additional evidence by determining
whether the sources of information provide contradicting accounts of the subject matter
(Yin, 2018). Furthermore, the researcher also revisits the data multiple times so that he
can develop an in-depth understanding of the information (Marshall & Rossman, 2016).
Depending on the personal narratives of the participants helped to identify convergence
in data. As a result, [ identified evidence that participants provided adequate answers to
my research question, allowing me to attain the overall goal for the study. Furthermore, I
used my findings to make general conclusions, identify implications, and provide my

target audience with recommendations for future research.
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NVivo® is a computer software program that qualitative researchers commonly
use to conduct electronic data coding. Qualitative researchers rely on NVivo® so they
can synchronize data to make it understandable (Oliveira et al., 2016). Researchers use
NVivo® to effectively identifying themes and efficiently coding the data in qualitative
studies (Oliveira et al., 2016). Qualitative researches also use MAXQDA®, which is also
a software that enables researchers to conduct digital analyses of their data. Much like
NVivo®, MAXQDA® contains coding and categorization abilities which are beneficial
to the content analysis of research data (Oliveira et al., 2016).

Researchers also use Atlasti software program to analyze data collected in
qualitative studies. For example, Paulus and Lester (2016) used this software in their data
analysis stage due to two main reasons. First, the researchers had a significantly large
amount of data. Second, there were two researchers, and they needed to collaborate
working on their data. Paulus and Lester indicated that Atlasti contained merging tools,
which was ideal for their type of qualitative study. Unlike these researchers, I used
NVivo® 12 to manage and review data from different sources under a single system.
Additionally, NVivo® software contains transcribing features to upload audio files
directly into the software.

It is crucial for researchers to identify both the name and version of programs
used to analyze data (Paulus, Woods, Atkins, & Macklin, 2017). These requirements
stem from the rapid changes and development of software (Paulus at al., 2017). With
each new version, the tools, features, and general capabilities are significantly enhanced
(Paulus at al., 2017). Therefore, an older version of the same program might generate

different results if another researcher attempted to reproduce the research findings from a
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previous study. When these details are missing from a publication, the target audience
develops misconstrued notions toward this software because they may assume that the
software is static, when the reality is the opposite (i.e., the software is evolving). NVivo®
12 has unique features, such as its ability to codify different types of data, including
audio and images because it retains copies of material that the researcher has already
codified. Since NVivo® 12 saves and duplicates codifications, the eventual result is
strong and the analyses are reliable (Oliveira et al., 2016).

Qualitative researchers use NVivo® or Atlasti to visualize the relationship
between different data codes. However, researchers use NVivo® to demonstrate the
distribution of the codes across two different case studies. Therefore, researchers can
conduct comparisons in a faster and more efficient manner. As a result, the NVivo®
software program is appropriate for studies that employ data and method triangulation.
Due to the benefits of NVivo® mentioned above, I used NVivo® to codify my data and
identified common themes that presented while analyzing my data.

When researchers fail to develop their themes adequately, they may generate
unsubstantiated findings, which in turn have little to no impact on business practice and
research (Connelly & Peltzer, 2016). Furthermore, such a study will be rejected for
publication because the researcher fails to contribute to the existing knowledge with no
impact on business practice (Connelly & Peltzer, 2016). There are three main reasons
why researchers experience the problem of inadequate themes. First, the researchers do
not acquire in-depth insight into the topic under investigation, and their interviewing

technique could be the reason. Second, the analysis of all information is usually weak and
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insufficient. Third, the researchers fail to identify and develop the relationship between
discovered themes and their method of research (Connelly & Peltzer, 2016).

The researchers need to develop a clear and comprehensive understanding of
qualitative research to fully develop appropriate and effective themes (Yin, 2018). They
need to remain knowledgeable about research elements, such as effective interviewing
strategies, clear-cut methodologies, and analyses that provide an adequate evaluation of
information (Connelly & Peltzer, 2016). Researchers reach data saturation when they
identify a repetition of themes from the collected data (Constantinou, Georgiou, &
Perdikogianni, 2017). The researcher can determine the limits of his research questions
and topic through theme saturation (Yin, 2018).

When researchers are developing the themes of their study, they need to ensure
that they avoid adopting a limited focus and scope (Yin, 2018). Instead, they should
strive to treat similarities in the participants’ choice of words as an underlying theme.
Furthermore, they should be open to identifying sub-themes where they are appropriate
and relevant. Additionally, qualitative researchers can hierarchically organize their
categories, to demonstrate their level of importance to the study (Castleberry & Nolen,
2018). Most importantly, there is a clear need to link the similarities and groups identified
to the research questions and conceptual frameworks used to guide research processes
(Castleberry & Nolen, 2018). I relied on the strategies mentioned above to identify
themes that frequently occur in my data set.

Reliability and Validity
Qualitative researchers should strive to guarantee to target audience high levels of

credibility, transferability, dependability, and confirmability in their studies (Mohajan,
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2017). Qualitative researchers should reduce the bias in their interpretations of research
data (Mohajan, 2017). A researcher has a high likelihood of increasing validity and
reliability of the study when he uses numerous types of data collection tools to collect the
data related to the topic of interest (Mohajan, 2017).

Reliability

Dependability is a term used to refer to the extent to which data remains stable,
despite changes in time and environmental conditions (Yin, 2018). In the following
section, the focus is on dependability. In addition, I discussed using member checking of
data interpretation and transcript review to address dependability.

Dependability. A researcher can improve the dependability of his research by
engaging in practices, such as debriefs, member checking, and prolonged observation and
interaction with the participants (Connelly, 2016). When providing a report of the
qualitative studies, researchers should demonstrate the extent to which they engaged in
these practices (Connelly, 2016). For example, a part of the final publication should
illustrate the amount of time the lead interviewer spent forging ties and interviewing
individuals. Member checking is a widespread practice applied in qualitative research.
When participants’ views fail to align to findings of the research, the researchers consider
the study to be not trustworthy (Thomas, 2017). Researchers need to consider the type of
interview and questions used during data collection. Qualitative researchers who use
structured interviews do not get more details as researchers who use semistructured
interview, in fact semistructured interviews help to have more information from
participants due to the opportunity to ask probing questions (Yin, 2018). I ensured

dependability in this study by providing the interviewees with a transcribed summary of
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my interaction with them. I also invited them to identify errors, discrepancies, and add
more information.
Validity

In this section, I discussed credibility, transferability, confirmability, and data
saturation. For a study to be considered credible, the researcher needs to conduct enough
debriefings and member checking (Connelly, 2016). Additionally, prolonged observation
sessions, coupled with an active engagement with participants, can also generate similar
results (Connelly, 2016). Confirmability refers to the consistency and reproducibility of
the study findings (Connelly, 2016). Transferability is used to determine whether the
researcher can apply the findings into practice in a different setting (Yin, 2018).

Credibility. A credible study tends to represent a version of events and
interpretations that are reflective of the true nature of things. Thomas (2017) indicated
that researchers use member checking to seek out participant’s permission to quote them
in the study. Furthermore, the researchers consider the research is highly credible when
the researcher who conducts the study illustrates how he or she gathered and reviewed
information used in the investigation process (Yin, 2018). Furthermore, the participants
who participate in the study should demonstrate a clear understanding of the human
experience.

According to Young (2016), there is a clear need to abandon complicated
descriptions of a phenomenon. Instead, the researcher should put into practice different
procedures, practices, and methods to improve the credibility of his findings. To ensure
the credibility of my study, there was a merge of information from the annual reports of

different pharmaceutical companies, personal notes, and interviews (i.e., triangulation). I
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made sure that my personal bias was not affect my analysis by generating data
convergence based on information retrieved from these different sources.

Transferability. Transferability is a term used to determine whether results
derived from an investigation are applicable in other settings and contexts (Korstjens &
Moser, 2018). When the target audience and other researchers find meaning in a study,
then they consider the findings are transferable. Connelly (2016) identified some of the
ways through which the researchers can promote the credibility and transferability of
their studies. For example, they can engage with the respondents over a long period
(Connelly, 2016). On the same note, they should also observe the participants in a
consistent manner and over a prolonged time. Other approaches include member
checking, peer-to-peer discussions, and reflective notes (Connelly, 2016). The
researcher’s adequate explanation of these processes also improves the transferability
feature of research (Korstjens & Moser, 2018). As aforementioned, a study is transferable
when other people can find meaning and reproduce it in a different context (Korstjens &
Moser, 2018). It is the researcher’s sole responsibility to ensure that his findings and
conclusions are applicable in subsequent studies (Marshall & Rossman, 2016).

The readers and other researchers engage in the process of transferability when
they either implement or reproduce the credible information found within a study
(Bengtsson, 2016). These individuals identify specific features of the research and then
match them to real-life situations and events. If they discover similarities, the results of
their research generate similar findings as well. When reporting my findings, I included
detailed explanations of all the results and identified some of the limitations encountered

me while conducting my research. Additionally, there was a list of suggestions for future
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researchers who are interested in investigating the subject of employee turnover. In
section 3 of my dissertation, there was some arguments and demonstration of the study’s
relevance to both businesses practice and positive social change. All these activities help
in facilitating both the readers and researchers’ ability to determine the transferability of
my research findings.

Confirmability. A study’s confirmability implies that its findings are reflective of
the participants’ opinions and responses received during the interview and not the views
and biases of the researcher (Yin, 2018). A researcher can demonstrate the confirmability
of the study when he or she illustrates the manner of deriving the findings from the data
collected. For example, researchers can quote the participants directly, a clear
demonstration that they are basing their arguments and conclusions from participants’
views (Johnson & Rasulova, 2017).

The qualitative researchers can use several methods to achieve high levels of
confirmability in their studies (Yin, 2018). For example, they should continually audit
their research and create an illustration of the same procedure in the final publication.
Additionally, they can use methodological memos to provide a detailed account of the
various ways in which they concluded from data (Yin, 2018). These notes can also
provide additional details on how they made their decisions and how they conducted their
analysis. Colleagues and peer reviewers can rely on these notes to determine the quality
of the research. Researchers can also engage their peers in relevant discussions regarding
the study. Through these deliberations, they can identify their biases and endeavor to

separate them from research.
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The researchers can show significant high levels of confirmability if they provide
an exemplification of how they derive their interpretations and eventual findings from the
data they collected. However, the separation of individual notions from the study can be a
significant challenge to inexperienced researchers. Therefore, researchers can use
bracketing to alleviate these challenges (Bengtsson, 2016). Implementation of the
bracketing approach in this research facilitated identifying my personal views on the
subject matter. Most importantly, I separated my opinion during the data analysis to
avoid introducing personal bias to my study, and to generate confirmable results.

The researchers use confirmability to ascertain that the research process and its
associated outcomes are not affected by their personal bias. Confirmability is not limited
to the findings generated in a study but also extends to the researchers as well (Johnson &
Rasulova, 2017). Bias in research is related to how a researcher’s view can influence the
research during various processes, data gathering, and review (Yin, 2018). The researcher
remains in direct contact with the people participating in the study, the data, and the
subject matter. Johnson and Rasulova (2017) indicated that the researcher’s direct
interaction with the various components of a study plays a critical role in qualitative
studies. Due to this, these types of investigations are prone to high levels of bias, and the
researchers involved need to take the steps necessary to avoid exerting their influence on
interpretations and outcomes (Johnson & Rasulova, 2017). The researchers need to
remain conscious of their behavior, prejudices, and opinions and how these concepts can
play a determining role in the research findings (Johnson & Rasulova, 2017; Yin, 2018). I

made sure that I was aware of my opinions on employee turnover when I collected,
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analyzed, and interpreted the data. As a result, my preconceived notions was not
influencing my overall interpretation of the research findings.

The researchers can determine confirmability by demonstrating a clear link
between the findings and the participants’ responses and explaining how they were able
to use the information received from the interviewees to arrive at their conclusions (Yin,
2018). One of the ways the researchers exhibit confirmability is using respondent’s
quotes in the published version of the research (Bengtsson, 2016; Yin, 2018). And the
researchers should not place these quotes randomly. Instead, they ought to offer support
to themes and arguments made by the researcher (Yin, 2018). The researcher has higher
chances of understanding the participants’ realities when it becomes fully immersed in
the individual’s various experiences, which are a crucial feature of his or her reality
(Bengtsson, 2016). I used epoché to reduce bias and increase the confirmability of my
study. Van Manen (2017) defined epoché as a temporary prevention of coming to
sensible conclusions (i.e., suspend judgement non-evident matters to have freedom from
worry and anxiety. It means neither deny nor affirm until coming to sensible
conclusions). Researchers have relied on the phenomenon of epoché-reduction to reduce
bias during their investigations (Van Manen, 2017). Other researchers used epoché in the
past to overcome researcher forms of biases (Bengtsson, 2016; Van Manen, 2017).

Data saturation. Data saturation is vital for all studies, particularly when the
researcher wants to review the sample sizes to use in qualitative research. A researcher
attained data saturation when he or she cannot retrieve additional information by
conducting more data collection (Boddy, 2016). This concept is one of the identifying

features of the quality and validity of the study. Reaching data saturation means there is
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no new themes arising from data analysis (Marshall & Rossman, 2016). Until data
saturation, I continued with re-interviewing the participants to gain more in-depth data
than I have collected. Data saturation is related to conducting an exhaustive and in-depth
investigation of the subject matter (Yin, 2018). Furthermore, it also calls for the
application of multiple data collection methods (i.e., triangulation). A researcher who
uses a single tool for data collection cannot collect enough data. Instead, a researcher
should strive to practice data triangulation as a means of achieving saturation (Yin,
2018). According to Boddy (2016), the researcher’s desire to achieve high levels of data
saturation tends to influence his decision regarding the sample size. It is not likely that a
researcher uses a single case study to achieve data saturation (Boddy, 2016). Therefore,
the researcher needs to include more participants to have enough information to reach
data saturation level (Boddy, 2016).

In the absence of data saturation, researchers may generate studies with
significantly low quality (Yin, 2018). Furthermore, it also undermines the overall validity
and reliability of research. The researchers reach data saturation to make sure they
collected relevant data that make a significant contribution to theoretical knowledge (Yin,
2018). Furthermore, the researchers should use data saturation to influence research
outcomes because data saturation is related to significant contributions to processes, such
as data collection and analysis (Nascimento et al., 2018).

Data saturation enables other researchers to use the information provided in a
study to replicate its findings. Essentially, future researchers will no longer need to
collect and code the data and identify thematic relations. Open-ended questions are the

most effective interview strategy, so the interviewers use pen-ended questions to allow



93

participants to provide an in-depth outlook on the subject matter (Nascimento et al.,
2018). Additionally, data triangulation also generates similar results, so the researchers
use it to merge information collected from a myriad of sources (Marshall & Rossman,
2016; Yin, 2018). In my study, I relied on exhaustive semistructured interviews, and data
triangulation, which consisted of information from reports, interviews, member checking,
and personal notes to ensure data saturation.
Transition and Summary

In Section 2, I presented the purpose statement, and the focus was on the
responsibilities of the researcher. In addition, I identified the strategies that I used to
identify the participants. Then, there were justifications for my selection of research
methods and design. After that, there was a description of the population, sampling
method, and applying ethical research standards in this study (e.g., protecting the privacy
of participants involved in this research, maintaining the data confidentiality, and
providing informed consent forms). Section 2 also includes data collection instruments
and technique, data organization techniques, data analysis, and reliability and validity.

In Section 3, I will provide an illustration of my findings and their application to
professional practice and implications for social change. After that, I will provide my
recommendations for further research. Section 3 also will contain a reflection on my

experience within the DBA doctoral study process and closes with the conclusion.
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Section 3: Application to Professional Practice and Implications for Change
Introduction

The purpose of this qualitative multiple case study was to explore the strategies
HR managers in the pharmaceutical industry use to reduce employee turnover. I obtained
data from HR manager interviews and pharmaceutical company documentations at four
pharmaceutical companies in the Northeast United States. I studied employee turnover
through the lens of Burns’s (1978) transformational leadership theory. I selected this
theory because of the theory’s four key constructs (inspirational motivation, intellectual
stimulation, idealized influence, and individualized consideration) affect employee
turnover. Findings were consistent with transformational leadership theory. According to
Herman et al. (2013) and Waldman et al. (2012), using transformational leadership theory
is critical in reducing employee turnover. There are many strategies that the HR manager
participants used to reduce employee turnover. These strategies included: selecting the
employees who fit into the company’s culture, competitive compensation and benefits,
appreciation of employees, and career growth and development.

Presentation of the Findings

My research question was the following: What strategies do HR managers in the
pharmaceutical industry use to reduce employee turnover? I collected data from five HR
managers who participated in my recorded semistructured interviews. These HR
managers came from four pharmaceutical companies in the Northeast, United States. The
HR manager participants responded to all my questions (five interview questions and
many different probing questions for each participant) regarding strategies they used to

reduce employee turnover. I transcribed the recordings and analyzed the data and then
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sent a summary of the analyzed data to the participants for member checking. The
participants validated my interview interpretation. I was able to have additional
information from participants through member checking that I incorporated into my final
results.

I used the triangulation method. I collected and combined the data from many
sources including interviews, annual and semi-annual employee turnover reports,
orientation, and training records, as well as publications that outline the organization’s
yearly labor costs. After completing the interview with the fifth participant, I realized that
I had reached data saturation as there was no new information and no new themes
emerging. For qualitative data analyses, [ used NVivo 12 computer software program. I
conducted a thematic analysis and followed Yin (2018) five steps for data analysis (data
compilation, data disassembly, data reassembly, data interpretation, and conclusion). I
followed thematic analysis to derive the themes. According to Yin, qualitative
researchers should group various data components into different and identifiable broad
themes. There were three broad themes that emerged from the collected data (see Table
1). In addition, while analyzing the data, I found some subthemes and I discussed these

subthemes in the findings of the corresponding theme.
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Table 1

Strategies Adopted for Reducing Employee Turnover

Strategy Percentage of use by
participants
Hiring and retention strategy 100%
Pay and benefits strategy 100%
Career growth strategy 100%

Theme 1: Hiring and Retention Strategy

Managers at organizations need to create a working environment in which there
are minimal incentives for employees to switch jobs and the way to do this is through
efficient hiring practices (Khalid & Nawab, 2018). P3 stated, "Although efficient hiring
practices is challenging, eventually results in positive outcomes in terms of employee
retention." P3 further mentioned that the main objective of employee retention practices
and strategies should be to significantly lessen the costs associated with recruitment,
training and new-employee orientation. This is important because “staff turnover
threatens organizational performance and profitability as it is related to loss of human
resources” (Dwesini, 2019, p.4). When employees switch jobs, the internal stakeholders
at organization invariably suffers on account of reduction in consumer loyalty; higher
organizational costs in terms of recruitment, administration and training expenses; loss of
proficiency and know-how; and disruption in the daily workflows (Dwesini, 2019).

P1 stated, "Such circumstances clearly appear that HR managers at organizations
must focus on better recruitment practices through which it introduces an efficient and

robust onboarding process." Efforts toward reducing employee turnover must commence
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with introducing a recruitment approach through which managers call candidates with
matching qualifications, skills and experience for interviews. The HR managers should
finalize selection of candidates by doing away with subjective practices so that selection
depends on objectivity in keeping with best practices (Chen, Chuang, & Chen, 2017).

In effect, the overall recruitment process has an important bearing in lessening
employee turnover (Salehudin, & Satrya, 2018). P1 and P4 mentioned that managers can
make considerable difference by restructuring and rationalizing the recruitment process
so that managers tapped better talent. The HR managers should finalize selection of
candidates by doing away with subjective practices so that selection depends on
objectivity in keeping with best practices (Chen, Chuang, & Chen, 2017). P5 mentioned
that HR manager should supplement the recruitment process with new-employee
orientation, which creates lesser inclinations for new employees to think of changing
their jobs. P5 also mentioned that an excellent new-employee onboarding process help to
create a positive image for the company as well as increase the employee retention. In
Table 2, I displayed the three main subthemes that emerged from the hiring and retention
strategy.

Table 2

Subthemes in Hiring Strategy

Subthemes in hiring strategy Percentage of use by the
company

Interview process 100%

Hiring process 100%

New-employee onboarding 100%
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Interview process. Many participants mentioned that their interviews with
candidates are based on some important features, such as the expectation of candidates,
practices of employee orientation, capabilities of managers, and personality fit of
candidates. P1 stated that interviewer skills were very important, and he supported his
contention by highlighting the need for the interviewer to be well-trained. He explained
this enables the interviewer to grasp pertinent information about the candidate, which in
turn facilitates in hiring the most capable candidates.

All five participants were unanimous in stating that conducting multiple
interviews with a given candidate was quite common. For example, P1 conducts three
interviews, while P3 conducts two interviews with each candidate. P1 stated,
"Conducting three interviews is critical and each interview has different purpose and
setting." P1 mentioned that the first interview is by phone to conduct screening to make
sure that the candidate has the minimum skills to do the job. The second interview also
by phone, but to dive deep into discussing the candidate experience. And the third
interview is on-site where P1 can see the candidate reflections while answering the
questions. P3 mentioned, "Two interviews are enough, one by phone for screening, and
the second is on-site to select the perfect fit." In the context of multiple interviews, all HR
managers stated that managers from various departments (e.g., market access, health
economics, and the marketing) interview candidates. When a hiring manager needs to
conduct multiple interviews for a candidate, the interviewing managers exchanged their
notes and observations about the candidate and then conveyed their final opinion to the

hiring manager.
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In keeping with the interview guidelines issued by the HR Department managers,
the recommendations of the interviewing managers included varied aspects such as
reasoning in respect to declined candidates: reasonably good with some shortcomings;
advanced level with higher competency; and highly competent (recommended). One
participant (P3) stated that it is crucial to ensure a cordial atmosphere in the entire
recruitment process. P3 observed that it is very important to give indication to candidates
about the areas in which they need to research and the extent of accuracy they should
achieve in delivering marketing messages for different medicines. From another
perspective, P4 insisted, "Asking leading questions to candidates so that they themselves
came up with solutions to dilemmas such as what they would do if a research initiative to
innovate a given drug failed despite hectic efforts of over 6 months." P4 believed that
posing such questions to candidates would allow the selection committee to determine the
capability of candidates in finding viable solutions to tricky situations in their working
environment. In addition, asking some questions to candidates allow the committee to
select the candidate who is the perfect fit for the position.

Khalid and Nawab (2018) indicated that employee behavior and attitude are
important considerations while hiring employees. This allows them to make their own
decisions on the job, instead of just complying with the employer’s instructions.
Consequently, P2 mentioned, "Behavioral interviews are very effective in knowing the
reasoning and decision-making abilities of candidates." From this perspective, the
findings of this study are in keeping with the research conclusions arrived at by Khalid
and Nawab. In fact, focusing on behavioral strategies that seek to determine candidates’

reasoning abilities allows the managers to hire candidates that will remain with the
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company for long time. Devotta et al. (2016) asserted that encouraging interviewers to
involve in qualitative inquiry proves to be fruitful and helps in getting candidates that
meet the specific needs of the organization. This process may entail greater investments
in terms of money and time for training and supporting such interviewers, but the result is
beneficial for the organization. Devotta et al. (2016) also demonstrated through their
research that with adequate and appropriate resources by way of financial investments
and time, such interview strategies result in positive outcomes for participants as well as
interviewers.

Hiring process. It became apparent when discussing the hiring process that all
participants were using background and reference checks for validating the declarations
that candidates made. P2 stated, "Adopting the use of a predictive index for ascertaining
the personality traits and values of candidates." P2 mentioned that attitude of the
candidate is very important. In addition, he also sought to ascertain if such characteristics
were in keeping with the requirements for the given job. According to Fisher and
Wilmoth (2018), business leaders must make use of predictive personality tests to know
of candidates’ cultural fit in respect of the given position in the organization. In this
context, P4 indicated, "Organizational fit refers to the vibrant approach through which
culture, environment, and leadership style and abilities aligned with the strategies and
mission of the organization." Fisher and Wilmoth highlighted that leaders are morally
bound to abstain from bringing any harm to the stakeholders at organization. P4
mentioned that there is no doubt that examining and interviewing candidates for
responsible positions is quite a taxing exercise. The researchers contended that there is an

association between finding the right candidate with the same complexity as finding a
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specific needle in a pack of needles (Fisher & Wilmoth, 2018). Engagement of
interviewers with such exhaustive assessment relative to fit serves very well in achieving
the organization’s hiring goals.

The participants (HR managers) in this study made use of predictive methods for
evaluating the patience, extraversion, dominance and formality levels of candidates. The
objective was to ascertain if they were good fits for the given positions. As Fisher and
Wilmoth (2018) explained,

There are many ways of becoming entrenched within an organization and thus

defining what is legitimized and acceptable. It is critical for the leader to assess if

the candidate fits the culture of the organization. And this assessment should be

before, during, and after the interview. (p. 82)

Fisher and Wilmoth further noted that, associating the strengths and capabilities of the
candidate with the organization’s culture and mission is an effective means to develop a
fruitful partnership. In this regard, P2 explained, “Once they finalize on hiring a
particular candidate, the associates at the HR department maintain regular contact with
employees on monthly basis in order to observe their assimilation patterns and to guide
them on different aspects when required.” It thus emerged that the initial levels of
adjustments of the new employee have a major bearing on employee retention. P4
mentioned that this is imperative in the context of new employees because their progress
has to be observed in different management training programs. This practice is in keeping
with the conclusions drawn by Jones and Bozer (2018) regarding coaching being
instrumental in fostering personal growth of employees through opportunities, skills, and

tools that employees needed for developing themselves and becoming more competent.
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Jones and Bozer (2018) found that mentoring and coaching employees creates
positive impact in terms of lessening employee turnover. P3 stated that his executive
manager in the HR department conducted interview exercises with the objective of hiring
the best candidates with maximum potential. Thereafter, the executive HR manager
trained such employees to enable them to have a satisfying employment experience and
to have their best contribution to the organization. P5 provided me information about the
immense significance his internal stakeholders at the company attached in establishing
strong expectations amongst candidates during the interview process itself. He mentioned
that it is very important to inform candidates during the interview about the daily
expectations from them. He gave the example of outlining expectations from employees
during the interview itself, so that new employees become totally prepared for their
responsibilities.

The knowledge economy of today is reliant on the values espoused by the HR
department of any organization (Khalid & Nawab, 2018). In the ongoing competitive
atmosphere, more and more organizations have begun to focus on their respective
selection and hiring processes (Chen et al., 2017). However, a crucial aspect associated
with the employee hiring process has not yet been exhaustively researched. Previous
researchers did not focus on studying patterns of employee performance and the factors
that attract people with the required talent and the factors that lead to employee retention
(Rozario, Venkatraman, & Abbas, 2019). In this context, Rozario et al. (2019) studied
the prevailing selection and hiring practices in order to determine the main factors
relative to employee recruitment that have a strong bearing on decision-making in regard

to diverse parameters of candidates. They found that it is necessary to develop more
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commitment amongst interviewers toward the employee hiring process (Rozario et al.,
2019).

New-employee onboarding. All the participants agreed that organizing an
exhaustive candidate selection process was amongst the most effective strategies for
reducing employee turnover. PS5 stated, "Interns that had undergone internship training in
different organizations in the pharmaceutical industry tended to be more aware about the
positions for which they applied." He noted that if applicants were apprised in advance in
respect of the position applied for by them, they tended to make better decisions about the
given position. From another perspective, P4 stated, "It is very important to conduct the
employee orientation in the right spirit; otherwise it may create negative consequences
for employees while working in the pharmaceutical organization." He stated that new-
employee onboarding programs, which are for a few days’ duration, do prove to be a
major constraint on the smooth functioning of the organization for some time.

The participants agreed that employees who stayed on for about two years tended
to be less prone to switch jobs. In the context of these observations, the participants
acknowledged the immense significance of assimilating employees within the
organization’s culture at the earliest. P2 emphasized the necessity of providing new
employees with positive experiences during the hiring process. He held that employees
tend to judge the organization on the basis of the efficacy of its hiring and onboarding
programs. In fact, onboarding and assimilation programs are conducted in order to assist
new employees in adjusting with the new working environment. Appropriate onboarding

helps employees in getting over with the initial anxiety associated with the unknown and
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with the new behaviors they encounter. Effective onboarding and assimilation programs
help new employees in making the best of the tools that they required for success.

Benavides and Keyes (2016) asserted that the immense significance of some basic
aspects of orientation and onboarding has been highlighted in the literature and has been
helping new recruits in attaining social integration within the organization. However, the
same has not been effectively applied in the organizational environment. They suggest
that managers at organizations must be supportive of mentoring and socialization
amongst new employees and should provide them with opportunities of socializing across
the entire organization (Raj & Brindha, 2017). In fact, the researchers held in this regard
that a major cost factor resulting from employee turnover was loss of human capital
(Salehudin & Satrya, 2018). From this perspective, the participants mentioned that
employee turnover imposed major challenges for the management team and the
departmental heads in pharmaceutical companies. For this reason, the participants again
emphasized the imperative need to lessen turnover. Needless to add, this becomes a
major objective for the HR heads and managers.

According to Hejase et al (2016), the pharmaceutical industry is the main force
behind medical and scientific progress in view of the consistent improvements in science
and technology. Hejase et al. explained by saying that

Research in the pharmaceutical sector is consistently becoming progressive, and

researchers involved the research methods in providing options for better

medicines and the gainful use of big data. It is because of such developments in
the pharmaceutical sector that 62% of the executives in the industry have altered

their respective organizations’ approaches toward decision making. (p. 59)
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Hejase et al. further noted that, managers at organizations use new and better datasets to
train their employees about the gains from analytical procedures.

As reported by the participants, the overall turnover rate of employees in the
pharmaceutical industry is quite high. The participants were categorical in stating that the
employee turnover rates in their respective companies were considerably lower than the
national average. In Table 3, I displayed the employee turnover rate in the four
companies represented by each of the participants. The participants stated that the
turnover rate was a good means to determine the extent to which employees in their
respective companies were satisfied with their jobs and were not very keen to switch to
other companies. Nevertheless, the turnover rate is a good indicator of the pharmaceutical
company’s operational efficiency in terms of employee satisfaction. The participants also
mentioned that the HR executives in their respective companies rely on this data in order
to know of the extent to which their retention and onboarding strategies are successful.
Upon analyzing the data of employee turnover in Table 3, it becomes apparent that all
HR managers, from the four companies, are taking appropriate measures in ensuring that
their new employees are cared for and remain contented, instead of thinking of switching

to other pharmaceutical companies.
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Table 3

Employee Turnover Rates by Pharmaceutical Companies

Participants Rate of employee
Turnover (%)

Pharmaceutical company 1 12
Pharmaceutical company 2 10
Pharmaceutical company 3 5

Pharmaceutical company 4 13

It is apparent from Table 3 that P3 (from Pharmaceutical Company 3) has a much
lower employee turnover rate in comparison with other companies. The participants think
this is because of the different employee retention policies and onboarding programs that
the company organizes in recognizing the massive significance to retain employees. From
the data in respect of turnover patterns obtained during the research, it became apparent
that almost every HR department manager in the companies reported low turnover
figures. Undoubtedly, such information proves to be crucial for the HR managers because
it is reflective of a positive working environment. It was surprising to note that
department managers in Pharmaceutical Company 3 reported almost no turnover, while
others reported rates of 1-4% on a monthly basis. Such detailed bifurcation of turnover is
indicative of departments that had lower turnover on a consistent basis. Managers in the
HR department can use such data to ascertain the departments in which managers and
supervisors who do not have the appropriate abilities to check prevailing patterns of

employee turnover.
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One of the participants (P4), whose company was having a turnover rate of 13%
explained that a low turnover or attrition rate did not necessarily prove to be helpful in all
situations. He argued, "A low rate of turnover may indicate that employees are not having
high competency levels, which is why they are unable to avail of better employment
opportunities in other pharmaceutical companies." However, this was a personal view of
the participant, and is not supported with the empirical evidence that is available in the
literature. According to Sun and Wang (2017), transformational leadership plays a major
role in substantiating on the ways in which leaders influence their followers in
demonstrating the desirable behaviors and attaining the required performance levels. The
old leadership concept that focused on employee compliance, motivating followers to
complete tasks; and the official relationship that must exist amongst followers and
leaders, is not applicable in the current business environment (Sun & Wang, 2017). The
researchers hold that a change in standards must be made in order to comprehend the
ways in which followers are motivated by leaders in terms of increasing their grasp of
organizational goals, and uplifting their moral values. In addition, researchers assert that
this is the ideal example of transformational leadership.

Theme 2: Pay and Benefit Strategy

According to Siddiqui (2018), the managers at organizations recognized
compensation as an extremely important tool because of its role in being a financial
inducement that results in employee retention. In addition, according to Siddiqui (2018),
it is a very useful means to reward employees behaving in the desired ways. Roy and
Devi (2016) attempted to establish a link between compensation and managerial support

in pharmaceutical companies. The researchers found there was a direct relationship
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between employee satisfaction, retention, compensation and managerial support (Roy &
Devi, 2016). In addition, they concluded that the main reason for high rate of turnover in
pharmaceutical companies was deficiency in competitive rewards and compensation
(Roy & Devi, 2016). The compensation system design has to be framed in keeping with
the organizational strategy (Hong, 2017). In fact, it is very important for managers at
pharmaceutical companies to understand the ways in which they can compensate
employees in better ways in order to reduce turnover. The participants highlighted the
immense significance of making use of a just compensation policy from the perspective
of lessening employee turnover. As per responses of the participants, and as depicted in
Table 4, the main elements of the compensation strategy are (a) salary and wages, (b)
bonuses and incentives, (c) competitive packages, and (d) retirement plans.

Table 4

Subthemes of Pay and Benefit Strategy

Subthemes of pay and benefits strategy Use by pharmaceutical
companies (%)
Salary and wages 100%
Bonuses and incentives 100%
Competitive benefits packages 100%
Retirement plans 100%

Salary and wages. In conducting his research on the impacts of salary and
compensations on employee performance, Calvin (2017) considered employee
performance as the dependent variable and remuneration comprising of salary, bonus,

and incentives as the independent variable. Calvin found a strong and positive link
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amongst employee performance and remuneration, and concluded that salary, bonus, and
incentives served as a major form of motivation for employees. Calvin also found that
judicious use of compensation strategies serves very well in reducing employee turnover.
P2 narrated, "Fixing salaries based on prevailing industry levels was not
considered to be appropriate by our company". P2 gave an illustrative example of how
his high level management team at the company evaluate each employee from the
perspective of his/her experience, demonstrated the capabilities and future potential, and
then fixes the salary of the employee, which is subject to further appraisal every 6
months. In addition, P3 mentioned that he gave weightage to the cost of living index in
the place of posting of the employee. For example, in a city like New York, he added
additional weightage of 12% in comparison to an employee posted in a smaller place
such as Baltimore. Other elements of an employee’s salary are more related to the
candidate’s caliber, qualifications, experience and performance during the previous
assessment period. Phungsoonthorn and Charoensukmongkol (2018) explained,
Workers who perceived their superiors as transformational leaders did not have
much intentions of switching to other jobs. This relationship was primarily an
outcome of the trust that employees had in the leader. In addition, the
transformational leader commanded trust amongst the employees and because of
this trait, the employees were less inclined to switch to other jobs. (p.66)
Phungsoonthorn and Charoensukmongkol further contended that, a major consideration
for such attitudes was the moderation that occurred on account of salary levels and the

number of years the employee served on the job. Phungsoonthorn and
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Charoensukmongkol also demonstrated that transformational leadership was a major
factor contributing to the reduced risk of employee attrition.

All the participants were of the view that employee turnover is much less if
salaries are kept a little higher than the prevailing levels in the pharmaceutical industry. It
was for this reason that the participants held that it is important for pharmaceutical
companies to constantly monitor the salaries offered by their competitors. P1 and P5
indicated that employee turnover was a critical component of the organizational cost
related with the organization’s wage bill. P3 mentioned that it is very important to
provide competitive salaries to employees, along with competitive benefits and good
healthcare plans. He argued, “Such strategies go a long way in making employees feel
that are being valued by the organization.” Such sentiments are in keeping with the
outcomes that spontaneously occur when employees are under the guidance of
transformational leaders, who respect personal needs of employees and create the urge in
them to make changes by way of improving their working styles.

As highlighted by Alzoraiki (2017), adopting transformational leadership helps in
making long-term efforts toward imparting knowledge in coherent and systematic ways.
PS5 also made similar observations in asserting that employees perceive greater value
when they have offer that include retirement plans. This goes a long way in increasing
employee trust, as they start believing that the organizational actually cares for them. P3
also contended that salary is a crucial factor in motivating employees to consider that
they are an integral part of the organization. Holston-Okae and Mushi (2018) asserted
that employee satisfaction occurs when employees are “participating in job-related

decisions, receiving work-related information, forming close friendships with others at
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work, earning reasonable and fair compensation, and enjoying opportunities for
promotion” (p.222). The employees of organizations that adopt policies of fair
compensation are inherently more satisfied than people working in other organizations
(Calvin, 2017).

One of the participants (P3) illustrated a novel approach toward affecting salary
increase. He cited the example of a new practice that executives initiated in his
organization in respect of salary fixation for the position of Research Assistant.
Conventionally, the practice was to fix a new employee’s salary in keeping with the
prevailing norms for new entrants. However, this was preventing recruitment of
exceptionally capable researchers who get offers with higher salaries in other companies
based on their excellent credentials. The managers at the company deviated from its
established practice and instead offered these high caliber candidates to ask for their own
salaries. According to P3, the managers at organization willingly complied, albeit with a
condition that managers would review employee performance after a 6-month period, to
which the employees readily agreed. P3 shared that this set the pace for recruitment of
exceptional talent in the company’s research department. In effect, this example ideally
demonstrates the results that emerge when transformational leaders take on the
responsibility to introduce revolutionary changes that set the trend for better employee
performance and better organizational outcomes.

PS5 mentioned, "Employee satisfaction resulting from receiving well-deserved
salary packages goes a long way in reducing employee turnover in the organization." P5
further noted that this creates a favorable psychological impact and serves as a basis for

the managers at HR department to analyze the salary levels and determine if they are in
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keeping with the actual caliber of employees. P1 indicated, "Evaluation standards must
be established in ascertaining the potential of different employees so that they get their
well-deserved benefits". Only then managers at firms can extract maximum productivity
from their employees. From this perspective, P3 asserted that if he did not pursue with his
management to introduce the new system, the managers at his organization would never
have benefited from the unique opportunity through which they were able to recruit the
best talents in the pharmaceutical industry.

Bonuses and incentives. Upon asking the participants about the extent to which
their management team at their organization focused on bonuses and incentives in order
to reduce employee turnover, P3 mentioned that the executive manager at his
organization believes that it is crucial to have employees that are motivated as well as
productive. Upon being asked how he motivates employees, P3 stated that he relies to a
great extent on incentives that are performance based. In addition, he gives bonuses to
employees that perform well. P3 indicated that he gives bonuses in the form of
organizational incentives such as shares, and profit-associated pay. Ogbonnaya, Daniels,
and Nielsen (2017) researched the association amongst contingent pay benefits, employee
share ownership, profit-associated pay, performance-associated pay, and positive
employee feelings in relation to trust in management, employee commitment and job
satisfaction. Ogbonnaya et al. (2017) found that performance-associated created a direct
and positive connection with all the three aspects of employee feelings mentioned above.
In keeping with these findings, P3 said that in providing performance related incentives
to employees, they invariably develop greater trust in the organization, and hence do not

think of switching jobs.
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In discussing about the pattern of employee turnover in his organization, P5
narrated that his organization has a turnover of only 5%, which is much lower than the
other pharmaceutical companies represented by other participants in this research study.
PS5 also attributed the lower employee turnover to the positive working environment that
he had been creating over the years by large number of long-serving employees, many
having been with the organization for over 10 years. P5 believes that these employees are
instrumental in motivating new employees by narrating their own positive experiences by
way of incentives and regular pay raises. This encourages new employees to continue
working in the hope that they too will benefit in the same ways. Sethunga and Perera
(2018) found that with reduction in non-monetary rewards, employee turnover tends to
increase. The researchers concluded that continuing with practices of giving non-
monetary rewards tends to be successful in retaining employees.

The participants stated that the very nature of the pharmaceutical industry is
strongly embedded in the field of research, and they hired most of the new employees in
keeping with their involvement and achievement of positive outcomes in the area of
research and development (R&D). Such employees are very young and are fresh after
completing their doctorate or post graduate qualifications in science and technology. P2
observed that some young employees continued to have loan liabilities on account of
loans taken to complete their education. He added that he has created a major initiative
for the last 3 years in helping such employees to repay their loans. He said that such
measures have had a positive impact on new employees and enhanced the urge in them to
make a career in the company. Such strategies are novel and contribute in a large way to

reduce employee turnover.
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However, a major condition of the repayment policy in P2’s organization was that
if such employees left the organization within 3 years of joining, they had to repay the
entire amount. P4 contributed about another novel strategy that he used in retaining new
employees. This was the reimbursement of education fees paid by employees in respect
of the programs they already enrolled in. Other than providing such employees the
leverage to leave office an hour early to attend their classes, P3 mentioned that he
reimbursed the fees employees paid for such courses. This was obviously done in the
belief that attaining higher educational qualifications, particularly in R&D activities,
would be beneficial for the organization in the long-term. It is important to note that such
practices were discussed by the participants that the strategies are in keeping with
existing research about employee turnover. Messersmith, Patel, and Crawford (2018)
pointed out that employee benefits have important as well as differential impacts on the
point of views of employees and their dedication toward the organization. Such strategies
may add to costs, but they act as a strong stimulus in the development of human capital.

Competitive benefits packages. HR managers who provide competitive benefit
packages to their employees create a kind of executive membership through which
employees get further motivated in continuing with their jobs. Al Mamun and Hasan
(2017) explained,

Scheduling such benefits is a crucial function of the HR department. Providing

such benefits is crucial in attracting, motivating, and retaining employees that

aspire to work toward achieving organizational goals. The best way of promoting
and motivating employees would be a combination of pay, promotion, bonus, and

other kinds of rewards to achieve organizational performance. (p.68)
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Al Mamun & Hasan further mentioned that, proactive managers used the extra benefits
other than salary and fixed monthly allowances as a means of motivating employees and
facilitating them in enjoying their work.

PI indicated that such employees perceive a strong sense of job satisfactions and
do not become inclined to think of other employment options. In getting benefits such as
vacation allowance, life insurance, health insurance, scholarships, discounts on
merchandize, and share-buying options, employees become less inclined to change their
jobs (Al Mamun & Hasan, 2017). In this regard, P2 provided the information that fringe
benefits play an important role in determining employee tenures in his organization. He
stated that the overall benefits package provided by executive HR manager at his
organization is highly competitive in the pharmaceutical industry, with very few
companies offering similar packages.

It became apparent that all the participants evaluated turnover patterns for each
department on a monthly basis. HR managers use the information obtained from
employees during exit interviews in ascertaining the causes for employee turnover. In
addition, the HR managers use this information in making the working environment
better. P4 made an interesting point in stating that he adopts a system through which HR
associates can contact former employees by email. HR managers can extract valuable
information from former employees in regard to the areas in which HR managers can
make improvements. Many HR managers in pharmaceutical companies regularly analyze
the benefits packages of competing firms in the industry in order to remain competitive,
particularly by offering better packages to their employees. P1 stated, “We maintain a

cordial relationship with people with similar designations in other pharmaceutical
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companies, and keep in touch to get information about new developments.” P1 explained
that HR managers get additional information about the benefits packages offered by other
HR managers at different organizations by discussing such matters with candidates who
were previously employed at other pharmaceutical companies.

However, sometimes such information may not be authentic. This became
apparent when a candidate being interviewed exaggerated the salary and benefits, he
received with his previous employer. Doubting such information, the HR manager
contacted his counterpart in the other pharmaceutical company and got general
information (i.e., estimated range of salary and benefits) from him. P1 mentioned that in
such cases, he outright rejected candidates as they cannot be relied upon, particularly
regarding having aspirations of switching jobs quickly.

PS5 believes that employees negatively viewed inappropriate benefits packages as
major reasons for them to think of joining companies that provide better benefits other
than salary. In this context, P4 was quick to react in saying that it was precisely for these
reasons that he has always believed in providing better benefits packages than most other
companies in the pharmaceutical industry. He asserted that this allows them to remain
ahead in the competition and to attract and retain the best talent. P3 stated that his
company has always focused on providing good personal benefits such as healthcare and
insurance plans that are far more comprehensive than the benefits provided by other
companies. P1 mentioned that he attaches immense significance in providing benefits
other than salary to employees. He rewarded employees for outstanding performance
with extra vacation days. This serves as a major motivator in encouraging staff to remain

focused on achieving better outcomes for the organization.
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Disclosures made by different participants that benefits packages work wonders in
creating a working environment that is conducive to creating a positive spirit amongst
employees to perform their best in achieving outstanding results. This in turn benefits the
organization in terms of better productivity and attainment of comparative advantage.
The benefits for internal stakeholders at pharmaceutical organizations in terms of lesser
turnover patterns are clearly apparent, which is why they readily adopt practices of
offering varied kinds of benefits to their employees.

Retirement plans. The participants agreed that in order to remain competitive in
attracting and retaining the best talent, HR managers at pharmaceutical companies need
to take well-reasoned decisions in regard to employee benefit decisions. Thinking from
the perspective of the overall compensation package, indirect benefits such as retirement
plans play a major role in dissuading employees from switching to other companies. P1
indicated that good retirement benefits by way of pension plans and other retirement
facilities create a sense of security amongst employees in allowing them to work
dedicatedly, without having any apprehensions about their old age. P4 mentioned that he
makes specific and dedicated financial allocation to meet the needs of maintaining a good
retirement benefits plan for all employees. In the last 10 years, many states in the United
States have introduced legislation in requiring firms to give preference to introducing
retirement benefits in comparison to other benefits (Gorina & Hoang, 2019). In effect, by
tightening norms for retirement benefits, the government has created an environment in
which firms have started making provisions for pension plans for employees that have
served for a particular number of years (Gorina & Hoang, 2019). P3 mentioned that this

often proves to be a deterrent for employees in his organization in the context of
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switching jobs, because many amongst them tend to stay on in order to benefit from the
retirement benefits that accrue after some years of service. P2 stated, "Pension was a
motivating factor that helped in retaining talented employees." He was categorical in
stating that many employees in his organization consider pension to be as significant as
salary.

Omilani and Akintolu (2017) analyzed the efficacy of motivational strategies on
employee retention. They found that by using financial strategies such as providing for
pension fund schemes, HR managers at organizations succeed in creating an environment
in which employees become more productive (Omilani & Akintolu, 2017). Such
situations result mostly in higher levels of employee retention. Kuranchie-Mensah and
Amponsah-Tawiah (2016) shared the same outcomes and found that even though young
employees are eager to first strengthen their financial position, and to subsequently think
of other things, eventually give preference to having a secure future. HR managers best
met this need by providing adequate retirement benefits so that employees can prepare in
advance for their retirement. Such benefits have a strong impact in dissuading employees
form leaving their jobs, even if there are offers of higher salary. In this regard,
Goldhaber, Grout, and Holden (2016) found that contrary to traditional belief,
introduction of pension plans led to lesser employee turnover.

Theme 3: Career Growth Strategy

Individuals widely believed that working in a pharmaceutical company involves
functions such as R&D, production, and marketing of healthcare drugs. Nevertheless,
pharmaceutical companies are mostly involved in research activities. They offer massive

opportunities for career growth in terms of being involved in science and technology;
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providing a working environment with outstanding local and global personnel; and
providing reasonably good salaries and job security. However, pharmaceutical companies
are generally viewed as being traditional in terms of work and working environment
(Alzoraiki, 2017). The pace of work in the industry is slower in comparison to many
other industries, and research associates are often put to massive pressure despite work
not moving at a fast pace (Ding, 2018). Individuals developed their skills in the industry
only in specific areas because of the need to focus on the same specialist capabilities (Raj
& Brindha, 2017). However, most pharmaceutical companies are massive in size, and
thus internal stakeholders offer excellent career growth opportunities for people that
effectively assimilate in the organizational environment (Ding, 2018).

It became apparent from the participants’ interactions that they considered
pharmaceutical companies to be conservative in their functioning. However, the
participants provided an appropriate reasoning in explaining why such perceptions exist.
The very nature of their activities is to be highly cautious in producing the right drugs
with the right composition and results, failing which the product gets rejected. Working
in such an environment may create apprehensions initially, but once an individual
integrates into the environment, he or she can make an excellent career, without thinking
of switching jobs.

According to Latten et al. (2018), relationships amongst professionals in
pharmaceutical companies and healthcare organizations are the most crucial factor in
determining the success of a pharmaceutical company. Consequently, the working
environment in pharmaceutical companies mostly rests on the maintenance of such

relationships. However, negative perceptions about working environments in the
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pharmaceutical industry may be created in view of the traditional nature of the industry’
functioning (Imam et al., 2018). Consequently, managers at pharmaceutical companies
may face greater challenges in attracting and retaining talented employees.

The biggest opportunity for aspirants desiring to make a career in the
pharmaceutical industry lies in terms of the massive potential in management functions
relative to creating sustainable pharmaceutical supply chains. Equipped with learning on
new technologies, innovations, and scientific developments, new entrants can make an
excellent career in the industry (Ding, 2018). There is massive potential because of the
evolving nature of the industry by way of creation of facilities leading to sustainable
value creation and development of a smarter and more personalized and agile sector
(Ding, 2018).

The participants indicated that career growth opportunities in the pharmaceutical
sector are primarily impacted by factors that are accounted for by transformational
leadership theory. Transformational leaders enhance the innovative work behaviors of
their followers, primarily through work engagement, empowerment, and developing trust
in the organization (Li et al, 2019). The prevalence of such circumstances empowers
employees in becoming more productive. They perceive higher levels of job satisfaction
and develop aspirations of making a good career in the organization. Four subthemes

emerged from the career growth strategy, and these are depicted in Table 5.
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Table 5

Subthemes in Career Growth Strategy

Subthemes in career growth strategy Use by pharmaceutical
companies (%)

Training of employees 100%
Employee development 100%
Leadership development 100%
Engagement of employees 100%

Training of employees. Even though managers at pharmaceutical companies
employ competent and experienced people, HR managers in the sector are constantly
involved in creating programs through which employees get training in order to have
better skills, competencies, and knowledge in relation to their work portfolios. Halawi
and Haydar (2018) contended that managers at companies do so in view of their belief
that employees are their biggest resource. Singh (2019) held a similar view. Singh
contends that even though human resources are the most productive and valuable assets
for organizations, retaining them proves to be a major challenge. In this context, P3
mentioned that he faces some challenges in the implementation of training programs for
new employees. This was because of perceptions held by some members of the
management team that they require spending more, and that the ongoing expenses in this
regard were not providing the required outcomes. Nevertheless, P2 and P4 did not agree
with P3 and asserted that training programs were a sure means to improve the capabilities

of new employees, particularly in facilitating them to integrate effectively and to
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understand the working of the organization, while having new techniques and knowledge
in their area of working.

In general, the participants were of the view that training was instrumental in
reducing employee turnover. All the participants purported that the significance of
training strategies and practices of their respective organizations are effective in in
helping employee development. In fact, such strategies enhanced employee confidence
and trust in the organization, which in turn reduced their inclination to switch to other
companies. Phungsoonthorn and Charoensukmongkol (2018) indicated that the
predominant strategy for reducing employee turnover was to first provide for competitive
salary and benefits packages and to then focus on developing employees in terms of their
skills and capabilities so that they have better career growth opportunities.

The HR managers indicated that information obtained in respect of trainings
attended by all employees show that training is imperative for employees as well as
managers. The participants agreed that managers also need training in order to have the
skills required for leading and guiding their subordinates. Vatankhah et al. (2017)
indicated in this regard that there was an increase in leaders in the healthcare sector
adopting transformational leadership styles. This has been leading to positive outcomes in
respect to enhanced productivity (Vatankhah et al., 2017). With enhanced productivity
employees will be rewarded suitably, which is why they will not think of leaving such
lucrative jobs. Chen et al (2017) observed that new employees exposed to professional
training developed abilities of contributing in much better ways to the organization.

Employee development. Participants highlighted their roles in the

pharmaceutical industry in creating programs leading to employee development. The
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main focus of such programs is on training on varied aspects of personality development
and acquirement of knowledge that is related to performing the given organizational
functions. P4 mentioned that training has the maximum impact on new employees in
terms of personal development and acquiring capabilities to perform organizational
functions better. For this reason, he asserted that the organization must focus on framing
competitive training programs for new employees. In supporting his contention, P4 said,
“My company considers employee development as a major need that is met mainly
through training programs.” In similar perspective, P3 reported that he believes in
creating a culture of employee development through training programs and exposure to
practical situations through which employees gain knowledge as well as experience.

Saravo, Netze, and Kiesewetter (2017) highlighted the need for research analysts
in pharmaceutical companies to come up with concrete outcomes from their R&D
activities. In doing so, they need to have strong clinical leadership abilities. The
researchers held that this is best accomplished by introducing training programs leading
to personal development and adoption of transformational leadership styles (Saravo,
Netze, & Kiesewetter, 2017). Transformational leaders create a protective effect on
followers and a positive impact on teamwork (Saravo et al., 2017). The researchers
recommend that managers at firms must include transformational leadership training in
their employee development programs by building on the target behaviors related with
transformational leadership abilities (Saravo et al., 2017). From this perspective, HR
managers can also look into the welfare of their employees (Arnold, 2017).

Leadership development. Transformational leaders are known to reduce

employee turnover through their initiatives in enhancing innovative behaviors amongst
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employees (Li et al., 2019). It is through such activities that transformational leaders are
able to increase their followers’ creativity and innovative behaviors (Li et al., 2019). This
invariably facilitates new employees to effectively integrate in the organizational
environment, and to become active in the production processes (Li et al., 2019). All
participants mentioned that they gaining their employees' trust by encouraging their
employees and guiding them in performing their work more effectively, particularly by
making work more interesting and creative.

Transformational leadership is amongst the most crucial in impacting employee
creativity and the ability of employees to come up with new ideas (Chen, Ning, Yang,
Feng, & Yang, 2018). Transformational leadership results in positive impacts on the
outcomes of employees in the organizational environment (Chen et al., 2018). Even
though negative and positive impacts of transformational leadership can occur at the
same time, such situations create grounds for rationality in terms of checking
performance levels of employees (Chen et al., 2018).

It becomes possible to ascertain the extent to which transformational leadership
has been successful (Chen et al., 2018). Even if there is an inverse relationship between
employee performance and transformational leadership, positive results occur because the
inverse outcomes are moderated by the newly proactive personalities of employees (Chen
et al., 2018). In effect, transformational leadership proves to be crucial in enhancing
employees’ creativity, and their ability to come up with new ideas. Cekmecelioglu and
Ozbag (2016) concluded that understanding the link between creativity and
transformational leadership allows leaders to develop employees’ potential for creativity.

Cekmecelioglu and Ozbag revealed there was a direct connection between individual
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creativity and intellectual stimulation. It emerged that transformational leadership plays
an important role by involving in inspirational motivation and creating high levels of
idealized impact on employees’ creativity (Cekmecelioglu & Ozbag, 2016). The
participants in this study provided material on training programs conducted at their
respective companies and the participants revealed that considerable focus was placed on
training managers in conducting interviews with better outcomes. All participants
indicated that providing training on leadership development is very beneficial for the
overall development of employees and for the organization.

Engagement of employees. Jindal et al. (2017) attempted to determine the main
factors that impact employee engagement. The researchers concluded from their research
that managers at organizations having employees with higher levels of engagement
experience, lesser levels of employee turnover, and higher levels of customer satisfaction
and productivity. Therefore, high employee engagement directly contributes to enhanced
profits for the organization (Jindal et al., 2017).

One of the pharmaceutical industry characteristics is the crucial need to have
highly talented employees. P1 highlighted the responsibility of HR managers to ensure
that employees remain well-engaged by providing employees with opportunities of
sharing feedback with their supervisors and acknowledging workers’ contribution on a
regular basis. Al-Omar et al. (2019) revealed that the perceptions of researchers working
in pharmaceutical companies in respect of “organizational support are related to their
engagement in the workplace, demonstrating a significant relationship between perceived
organizational support and employee engagement” (p.1044). P2 indicated that managers

at pharmaceutical companies must encourage their employees to demonstrate
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empowering leadership behaviors through transformational leadership styles that leads to
psychological empowerment, which in turn enhances employee engagement. P5 gave an
example of a situation in his organization whereby the executive leadership team decided
to fire a manager because his department constantly characterized with high rate of
employee turnover. The high attrition rate was consistently occurring because the
manager did not value employees and was using obsolete management practices in
dealing with them. P5 made it a point to replace that manager with another who was a
transformational leader and had excellent people management skills. This measure helped
in reducing employee turnover in the department.
Alignment of the Findings with the Transformational Leadership Theory

Many believe that some level of employee turnover does result in enhanced
creativity (Sun & Wang, 2017). However, there is strong evidence to suggest that higher
rate of turnover harms organizational performance, because it disturbs delivery of service
and increases costs for the company in respect of conducting recruitment exercises
(Salehudin & Satrya, 2018). In pharmaceutical companies, such costs are high in view of
the difficulties in finding qualified research personnel (Salehudin & Satrya, 2018). In
view of such circumstances, it is imperative for managers at pharmaceutical companies to
improve their recruitment systems in acquiring a sustainable workforce that contributes
massively in increasing productivity and meeting organizational goals (Rozario et al.,
2019).

Most theories of leadership focus on the significance of employees’ personal traits
and on motivating them to perform better. However, researchers on the topic clearly

indicated that transformational leadership is instrumental in preventing employees from
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developing the inclination to leave (Vatankhah et al., 2017). In addition, transformational
leaders create a positive and collaborative working environment that employees get
adapted with; after which they do not think of leaving (Sun & Wang, 2017). Based on the
findings of this study, all participants recognized the significance of transformational
leadership theory in attaining better outcomes in their respective organizations, relative to
reducing employee turnover. The participants also indicated that employee motivation
increased with enhanced focus on transformational leadership. The participants also
mentioned that during their initial period in the organization, employees perceived better
opportunities of growth and development. HR managers in this study added that increase
in workplace motivation is a direct outcome of new employees exposed to
transformational leadership.
Applications to Professional Practice

HR managers in the pharmaceutical industry can make use of the findings of this
research in developing appropriate strategies in order to reduce employee turnover and
provide better returns to stakeholders. One of the pharmaceutical industry characteristics
is the rapid pace of innovations and changes that are taking place in respect of product
offerings because of technological advancements (Schuhmacher, Gassmann, & Hinder,
2016). Consequently, it is not surprising that employee turnover in the industry is quite
high. In addition, according to Sun and Wang (2017), technological advancements entail
more opportunities for existing employees to change jobs in order to get better salary and
incentives. Schuhmacher et al. (2016) asserted that “new drugs serving unmet medical

needs are one of the key value drivers of research-based pharmaceutical companies”
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(p.1). HR managers may effectively reduce high employee turnover in pharmaceutical
companies by applying some strategies mentioned in this study.

From this research finding, HR managers at pharmaceutical industry may get the
clear message that they must adopt better recruitment and retention strategies. Bai and
Bhutto (2016) opined that “effectiveness of human resources practices in dealing with
employee retention can be enhanced by improving the compatibility between employee
and organizational values” (p.677). Linking the employee compatibility with
organizational values should become a top goal for the management team of these
pharmaceutical companies. In addition, HR managers can use the findings of this study in
framing effective compensation strategies and benefits packages in order to attract better
talents. Having experienced talented employees will certainly help in meeting the
constantly increasing competition in the pharmaceutical sector, and in reducing turnover
(Jindal et al., 2017). The researchers stated that organizational leaders must recognize
employee needs in order to prevent them from switching jobs (Al Mamun & Hasan,
2017). The pay structure in pharmaceutical companies should be indicative of
organizational values that directly appeal to employees in influencing them to make a
career in the organization (Al Mamun & Hasan, 2017).

The HR managers at pharmaceutical companies can use the research findings to
establish a development strategy for employees in order to initiate programs on employee
engagement and employee development. In introducing these measures, HR managers at
organizations will be able to become more assertive with their employees in terms of
challenging them and motivating them to perform better. Most of the time, if managers

are transformational leaders who led employees, these managers will achieve such



129

desired outcomes (Vatankhah et al., 2017). The researchers had categorically stated that
employee turnover in the pharmaceutical companies can be overcome only by adopting a
retention strategy through which leaders create better incentives for existing employees
(Hejase et al., 2016). In addition, employee engagement by way of appreciating
employees’ work help in making employees to develop greater trust in the organization.
Based on the study’s findings, there is a need for the management team in pharmaceutical
companies to practice transformational leadership through which adopting appreciative
styles in dealing with and motivating employees to perform their best are initiated.
Implications for Social Change

From this study, individuals may recognize the fact that long-serving employees
in pharmaceutical companies can benefit in getting a consistent flow of income. This in
turn allows employees to improve their work-life balance, particularly because they can
devote more time to family and community. Bufquin, DiePietro, Orlowski, and Partlow
(2017) explained that the organizational leaders must be more involved in demonstrating
greater warmth toward employees from diverse socioeconomic backgrounds. Certain
groups of employees are in need of greater professional and social support from the
management team at the company. In reducing employee turnover, HR managers at
pharmaceutical companies keep employees actively engaged and thus fulfill their social
responsibilities. According to Kunze and Suppa (2018), unemployment causes
considerable financial hardships to people and also deprives them of psychological,
social, and non-pecuniary advantages associated with employment. As highlighted by

Kunze and Suppa, the unemployed are unable to participate in a number of social
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activities like attending concerts and cultural events and engaging with neighbors and
friends.

HR managers in pharmaceutical companies that hire people from adjacent
societies play an important role in reducing unemployment that results in enhanced social
activities, higher levels of income, and higher standards of living in such societies. One
of the participants (P2) highlighted the benefits of such practices. For example, his
company is involved in making specialized drugs for terminally ill patients and began
providing free genetic testing for terminally ill patients in surrounding communities.

This activity to serve the community greatly enhanced the image of the company and it

received a lot of positive comments in the media for doing so. Managers at

pharmaceutical companies also involve in other social activities to improve the economic

wellbeing of people in poor communities. P1 indicated that the executive leadership team

at his company encourages their employees to recommend adoption of communities for

which it assumes responsibility to take care of its medicine requirements.
Recommendations for Action

HR managers in the pharmaceutical industry will find this study very useful in
developing action plans for reducing employee turnover. It is recommended that
pharmaceutical companies adopt sound practices relative to selection of talented
employees who are characterized with outgoing personalities and leadership qualities. It
is very important for these companies to be actively involved in maintaining rapport with
employees; and to expand on the training programs offered by them. In effect, employee
turnover can be reduced only if companies consistently implement management policies

and procedures focused on keeping employees positively engaged.
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The organization must become more active in introducing measures directed at
employee empowerment and involvement, and this should be complemented with
participative transformational leadership. By ensuring good and positive alignment with
employees, and by establishing positive rapport with them, pharmaceutical companies
can effectively reduce employee turnover and attain better retention outcomes.
Nevertheless, employee retention can be achieved on a consistent basis only if there is
commitment on the part of the leadership and senior management (Kodikal & Rahiman,
2016). In fact, retention in contemporary times is achieved only if the management adapts
with the reasonable needs of workers. In addition, HR managers can achieve better
organizational outcomes only if they ensure the active involvement of each employee.
Moreover, pharmaceutical companies can move a step ahead in employee retention if
they make changes in their incentive programs and start offering non-salary benefits such
as bonuses, paid holidays, better healthcare and insurance plans, study loan repayments,
and tuition reimbursement. I also recommend that HR managers in the pharmaceutical
sector should provide for constant training and development of all staff members,
including managers and supervisors. This will allow managers to become well-versed
with the latest management techniques in respect of professional development, personal
development, and engagement of employees.

Recommendations for Further Research

The research was conducted in relying on the data and information provided by
five HR managers from four pharmaceutical companies in the Northeast United States.
However, because the participants were from a specific region of the United States, the

research outcomes may not be reflective of the opinions held by HR managers in all
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pharmaceutical companies in the United States. Consequently, future research should
focus on considering a much wider respondent base by incorporating the practices of
pharmaceutical companies across the entire country. Future research should also focus on
key performance indicators in respect of the efficacy of training programs in
pharmaceutical companies. This is important because training plays a crucial role in
enhancing employee knowledge and confidence in respect of performing tasks in an
environment characterized with fast-pace technological advancements. Training equips
employees in becoming conversant with the rapid pace of innovations in virtually all
fields of activities in which pharmaceutical companies are involved. Moreover, future
research should also focus on investigating employee turnover in different cultures in
order to know about how culture impacts employee turnover.
Reflections

Even though I found the entire research process quite challenging, I gained major
insights from the exercise, particularly in regard to understanding the complexities
associated with ensuring employee retention in the pharmaceutical industry. I realize that
this research has proven to be an excellent opportunity for me to widen by knowledge
base in regard to the factors that are responsible for high employee turnover and the
measures that can be taken in retaining employees on a consistent basis. In keeping with
the research objectives and timeline, I was able to adapt myself with it and completed it
within the given time frame. The research did challenge me in meeting tight deadlines,
but I maintained consistency in fulfilling my objective of completing my doctoral degree
within the given time. Having studied the employee turnover patterns in pharmaceutical

companies, I understand that the industry is highly regulated, which is why jobs have
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become more complex and stressful. The pharmaceutical industry has lower turnover in
comparison to other industries, but the cost associated with it is very high. It is possible
for pharmaceutical companies to achieve better levels of employee retention, but the
management in these companies has to provide employees with more incentives and
development programs
Conclusion

In keeping with the findings of the research, I conclude that HR managers in the
pharmaceutical industry must make use of appropriate retention strategies that focus on
improving recruitment procedures; improving compensation strategies; and implementing
better employee development strategies. The conceptual framework for this study was
transformational leadership theory. The objective of this multiple study was to examine
the strategies that HR managers in pharmaceutical companies use in reducing employee
turnover. The study led to the conclusion that employee turnover is best dealt with by
adopting appropriate strategies of employee retention, recruitment, just compensation and
benefits packages, and introduction of proactive training and development programs for
employees. The findings of this research have important implications for HR managers
and senior management in the pharmaceutical industry. The research highlighted the role
of transformational leadership in exerting influence of followers and demonstrating the

desirable behaviors that are needed to achieve required performance levels.
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Appendix A: Interview Protocol

Interview preparation. After receiving the approval from the IRB at Walden
University, I will contact the potential participants through the email; I will send the
potential participants my prepared and IRB-approved introduction letter that contains the
purpose of my research. After receiving participants’ permission for the interview, [ will
ask them to propose time and location for conducting the interview.

Opening the interview. I will start all interviews by thanking the participants for
their times and participation, introducing myself, explaining the purpose of my research,
and describing the benefits of conducting my study from business and social
perspectives. I will make sure that all participants are comfortable and ready for the
interview before [ start.

Informed consent. Before [ start the interview, I will ask all participants to sign a
consent form (IC). I will make sure that participants know about recording the interview
for transcription purposes. Before the interview, I will turn on the recording device and
my phone to record the information such as the date, time, name of the participant, and
numeric code for the analysis.

Conducting the interview. The interview will be a semistructured that will
contain many open-ended questions (the complete list of my interview questions is in
Appendix B). I will give enough time for the participants to answer each interview
question. When necessary, I will repeat participants answer in my way, and I will ask

several follow up and probing questions so I can have clarification.
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Theme verification. I will ask participants about the major themes discussed
during the interview to confirm that I understood the intent of the participant’s responses
to my questions.

Coding. I will use numerical coding to protect and maintain the privacy of the
participants and the confidentiality of the data. For example, I will code the first
participant as P1, the second one as P2, and I will use the same strategy for the numerical
coding of all other participants. For my records and analysis purposes, I will keep a list
that links participants' names with their code numbers in a secure place in a locked filing
cabinet at my home office. I will be the only person who has access to this document to
ensure protection and maintain the privacy participants and confidentiality of the data.

Recording reflexive notes. While I am doing the interview, I will document any
reflexive thoughts, including any follow-up or probing questions that may arise during
the interview.

Ending the interview. At the end of the interview, I will thank the participants
for their time and participation. I will inform all participants that I will contact them in
the future to participate in member checking to obtain more information they might
provide. I will make sure that all private information and the contents of the interview
remain confidential and secure. I will not include the participant’s name or the

organization’s name when I publish my study.
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Appendix B: Interview Questions
What strategies have you used to reduce employee turnover?
How do you measure the success of strategies for reducing employee turnover?
What are the major obstacles you faced in implementing strategies to reduce
employee turnover?
How did you overcome these major obstacles to implementing strategies to
reduce employee turnover?
What additional information would you like to provide about strategies to reduce

employee turnover?
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