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Abstract
Employee turnover negatively impacts small and medium enterprises (SME)
sustainability. SME leaders are interested in finding workable strategies to reduce
turnover and the high cost of hiring new employees. Grounded in the transformational
leadership theory, the purpose of this qualitative multiple case study was to explore
strategies SME leaders in Nigeria used to reduce employee turnover. The participants
were three SME business owners who successfully reduced employee turnover. Data
were collected using semistructured interviews and a review of company documents.
Through thematic analysis, four themes were identified: effective leadership practices,
focus on employees’ working conditions, enhancing employees’ competence, and
implementing attractive employee benefits. A key recommendation is for SME leaders to
incorporate proper communication, policies to guide organizational practices, open and
transparent leadership actions, and discipline to ensure employee commitment. The
implications for positive social change include the potential to minimize employee
turnover, reduce unemployment, lower the poverty rate, and strengthen the government’s

capacity for infrastructural development through improved employee taxes.
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Section 1: Foundation of the Study

Employee turnover refers to the rate employees withdraw from organizational
employment (Masood et al., 2020). Previous research on turnover in small and medium
enterprises (SMEs) in Nigeria indicated that most employees leave after spending only 1
year in employment, resulting in operational instability and associated costs (Siyanbola &
Gilman, 2017). Therefore, business leaders in SMEs must indicate interest in identifying
and implementing strategies to retain experience, reduce employee turnover, and enhance
organizational performance (Akdere & Egan, 2020; Patnaik & Dubey, 2019).

Background of the Problem

Employers should take good care of their employees to enhance organizational
profitability and sustainability. Employees are valuable assets of any organization
(Bandyopadhyay & Jadhav, 2021; Contu, 2020), and their actions or inactions have a
significant impact on performance (McCrae, 2020), competitive advantage (Kerdpitak &
Jermsittiparsert, 2020; Sepahvand & Khodashahri, 2021), and organizational
sustainability (Al Kurdi et al., 2020). Furthermore, employees contribute to the success of
any business, implying that a high rate of employee turnover will result in a decline in
overall business performance and may develop into a business continuity problem
(Andrews & Mohammed, 2020; Wang & Sun, 2020). Given the highlighted impact of
employees’ activity, organizations that treat their employees improperly could lose them
with the overall attendant effect on sustainability. Therefore, organizations should

provide an enabling environment to retain their employees.



Employee turnover also has a financial cost. Replacing employees comes at a
high cost and requires time to accomplish (Kurniawaty et al., 2019). Furthermore, Carter
et al. (2019) noted that the cost of employee turnover is not limited to replacement and
training costs, which are easily quantifiable but extend to the cost of lost productivity.
Organizational leaders would do well to avoid the unnecessary financial burden as much
as possible.

Employee turnover might be more impactful for SMEs. According to Babatunde
and Laoye (2011), SMEs have a reduced capacity to withstand or survive the aftermath of
business disruption because of their size. In Nigeria, the steady decline in the labor force
participation rate from 76.3% in 2017 to 54.9% in 2019 portended grave danger to the
growth of SMEs, which are the economic engine of growth (Amah & Oyetuunde, 2020;
World Bank, 2021). Given the identified effects of employee turnover, leaders have a role
to play to ensure organizational goals are achieved (Gomes et al., 2020; Stazyk & Davis,
2020). My motivation in this study was to seek strategies that business leaders in SMEs
could deploy to reduce employee turnover. With the background I provided regarding the
problem of employee turnover, my focus in the next section is to provide further
description of the phenomenon of employee turnover by presenting a problem and
purpose statement.

Problem and Purpose

The specific business problem was that some SME leaders lack strategies to

reduce employee turnover. The purpose of this qualitative multiple case study was to

explore the strategies that some SME leaders in Nigeria used to reduce employee
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turnover. The target population consisted of SME business leaders from three companies
within Nigeria who had been successful in reducing employee turnover.
Population and Sampling

| collected data from three SME business leaders purposefully sampled from three
companies within the Lagos metropolis in Nigeria. Zong et al. (2021) noted that defining
participants’ eligibility criteria is fundamental to data quality and sound quality research.
Therefore, | set the following eligibility criteria for participation in this research: (a) The
participant should be an owner or senior leader in an SME company; (b) the owner/leader
should be working in Lagos metropolis in Nigeria, which was the setting for my study;
and (c) the owner/leader should have experience in successfully reducing employee
turnover in their respective companies. | excluded SME business leaders who did not
meet the stated criteria from participating in the study. Purposeful sampling allows the
researcher to identify eligible participants with knowledge of an issue of research interest
(Lindstrom et al., 2020). | contacted the participants to seek their participation. In
engaging the qualified participants, | used a face-to-face semistructured interviewing
approach to solicit information about how the participants had managed to reduce
employee turnover in their respective organizations. | also reviewed relevant
organizational documents detailing strategies to reduce employee turnover to achieve
data triangulation.

Nature of the Study
There are three research methods available to scholars: qualitative, quantitative,

and mixed (Brachle et al., 2021; Froehlich et al., 2020). According to Busetto et al.



(2020), the qualitative method allows researchers to gain deeper insights into the ways
individuals view the phenomenon under investigation using open-ended questions. The
qualitative approach was appropriate for the current study because | was seeking a more
profound understanding of a phenomenon by interviewing business leaders using open-
ended questions. Quantitative researchers seek to identify and define relationships and
develop testable hypotheses (Aschauer, 2021). The mixed-methods approach combines
qualitative and quantitative methods to investigate complex issues (Strijker et al., 2020).
To explore leadership strategies for reducing employee turnover in SMEs, | neither
examined the relationship between variables nor tested hypotheses, rendering quantitative
and mixed-methods unsuitable.

There are several qualitative research designs including case study, ethnography,
phenomenology, and narrative inquiry (Tomaszewski et al., 2020), and | carefully
considered each one to determine the most appropriate design for my study on employee
turnover reduction. | selected the case study design, which involves a detailed review and
analysis of a phenomenon’s participants’ perspectives. Given that the evidence obtained
from multiple settings is more compelling and makes case studies more robust (Sadeghi
Moghadam et al., 2021; Yin, 2018), | chose the multiple case study design over the single
case study design. Researchers use ethnography to explore culture-based knowledge
(Renjith et al., 2021), but this design was inappropriate for my study because I did not
explore cultural issues in SMEs. Phenomenological research, which entails participants’
lived experiences and interpretations they ascribe to the experiences (Frechette et al.,

2020), was not appropriate because I did not study participants’ lived experiences.



Dibaba (2021) described narrative inquiry as the story of participants’ experiences
relating to a phenomenon. Narrative inquiry was inappropriate because I did not focus on
the participants’ life experiences in my study.
Research Question
What strategies do some SME leaders use to reduce employee turnover?
Interview Questions

1. What strategies have you deployed to reduce employee turnover?

2. Which of these strategies were most effective in decreasing turnover?

3. How do you judge the effectiveness of your strategies?

4. What challenges did you experience in implementing these strategies?

5. What steps did you take to meet those challenges?

6. What additional insight(s) can you provide to help me understand how your

organization reduced employee turnover?
Conceptual Framework

I chose the transformational leadership theory as the conceptual framework for
this study. Burns (1978) developed the transformational leadership framework, which
posits that leaders influence followers toward achieving organizational objectives. Burns
highlighted charisma as a fundamental requirement for transformational leadership
because it creates a bond between the leader and followers, resulting in the leader’s
ability to influence followers. Bass (1985) extended Burns’s original work on the
transforming leadership framework. Bass sought to explain how the framework impacted

followers’ performance and introduced four constructs to explain how the



transformational leader improves followers’ performance: idealized influence (same as
Burns’s charisma), inspirational motivation, intellectual stimulation, and individualized
consideration. The logical connections between the transformational leadership
framework and my study included utilizing the framework’s four components to
understand the phenomenon of employee turnover.

Under individualized consideration, the transformational leader takes time to
understand and relate with each employee in a personalized manner (Avolio, 1999). The
personal interactions aid followers’ development and sense of commitment. According to
Bass (1985), the idealized influence construct makes the leader serve as a role model to
followers, provide a clear vision of the organization, and gain respect and loyalty in
return. As an intellectual stimulator, the leader challenges followers to think outside of
the box by finding creative ways of doing things (Avolio, 1999; Bass, 1985; Shafi et al.,
2020). The innovative work behavior of employees increases due to the leader’s constant
engagement and push. The transformational leader inspires collectivism through
teamwork, focusing on exceeding organizational objectives (Klaic et al., 2020). The
transformational leadership framework provided a lens for me to explore strategies
business leaders in SMEs can use to reduce employee turnover.

Operational Definitions

Career growth: Career growth refers to the level of individual perception of the

availability of platforms provided by his employer for career goal attainment (Vande

Griek et al., 2020).



Employee engagement: Employee engagement represents a fulfilling state
characterized by an employee’s absorption, vigor, and dedication to work (Albrecht &
Marty, 2020).

Employee retention: Employee retention is an employer’s effort to keep their
desired employees (Al Kurdi et al., 2020).

Employee reward: Employee reward refers to any form of employer’s
acknowledgment for employees’ hard work, service, or performance (Koo et al., 2020).

Employee turnover: Employee turnover refers to the rate employees withdraw
from organizational employment (Masood et al., 2020).

Job satisfaction: Job satisfaction is a feeling of fulfillment and positive emotion
that employees derive from their respective roles (Koo et al., 2020).

Protean career orientation: Protean career orientation refers to proactive career
management practices an employee adopts by setting personal goals and self-
development initiatives (Cortellazzo et al., 2020).

Transformational leadership: Transformational leadership is a style of leadership
that influences followers to focus more on pursuing organizational goals than their self-
interest (Bass, 1985).

Assumptions, Limitations, and Delimitations
Assumptions

Assumptions are direct or indirect assertions that a researcher adopts without any

proof of their validity (Schroter et al., 2020). Faubert (2020) opined that any research

built on wrong and doubtful assumptions could affect the reliability and validity of the
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study. Five major assumptions could have affected my research. My first assumption was
that the participants would be honest and truthful while answering the interview
questions. Second, | assumed that the participants, being owners/senior business leaders,
would have detailed knowledge about the significant causes of turnover in their
organizations and which strategies have helped reduce turnover. My third assumption
was that the participants would grasp the purpose and objective of the study, while the
fourth assumption was that the data obtained would be sufficient to make logical and
valid conclusions. My final assumption was that participants would be willing to share
strategies deployed to reduce turnover in their respective firms.
Limitations

According to Dimitrios and Antigoni (2018), limitations are the study’s potential
gaps, weaknesses, or flaws that the researcher cannot control. | identified two limitations
in my study. The first limitation was that the participants may not have had adequate
knowledge or information to answer all of the interview questions. The second limitation
was the possibility of participants intentionally misrepresenting facts to suit their
imagination, thereby biasing the interview answers. Klamer et al. (2017) noted that such
biases could result in data deficiency impacting data analysis outcomes.
Delimitations

Delimitations are the intentional boundaries, controls, and limits a researcher sets
to ensure that the research objectives are achievable (Theofanidis & Fountouki, 2018;
Yin, 2018). The geographical location chosen for the study was Lagos, Nigeria.

Participants outside of this location were not considered. Furthermore, only



owners/senior leaders of SME companies willing to participate in the study were
interviewed, ensuring that | would effectively address issues relating to consent and
ethics. Finally, I collected data through face-to-face semistructured interviews, allowing
me an opportunity to observe the participants and draw appropriate inferences, which
would have been difficult to achieve with other data collection methods.
Significance of the Study

Contribution to Business Practice

This study’s findings might be significant to businesses because effective
strategies to reduce employee turnover could help business leaders retain experienced and
talented individuals, thereby contributing to competitive advantage and business
sustainability. SME leaders place a firm reliance on the experiences of their employees to
advance business growth (Park et al., 2019). In addition, the continuous employment of
such individuals contributes to enhanced organizational performance (De Winne et al.,
2019). Furthermore, the results of the current study could help SME leaders identify
corporate practices resulting in employee turnover and how to eliminate these practices.
Also, SME leaders might be encouraged to learn relevant leadership skills for
deployment in their respective organizations toward preventing employee turnover.
Implications for Social Change

Given that SMEs are the engine of any economy (Amah & Oyetuunde, 2020;
Gherghina et al., 2020), the implications for positive social change include the potential
of the current study to lower the level of unemployment in the SME environment, which

has a multiplier effect on society. First, with reduced unemployment in SMEs, the
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societal poverty level also reduces drastically (Manzoor et al., 2019), and life becomes
more meaningful to community members. Second, ensuring that employable individuals
are gainfully employed could curtail the level of insecurity in the society, thereby
preventing the aftermath of the positive correlation between unemployment and terrorism
as established by Salihu (2018). Finally, sustainable SME operations could translate into
faster economic development and a better quality of life for the citizenry (Erdin &
Ozkaya, 2020).
A Review of the Professional and Academic Literature

The purpose of this qualitative multiple case study was to explore the strategies
that some SME leaders used to reduce employee turnover. My search indicated a scarcity
of literature relating to approaches/strategies for reducing employee turnover by SME
leaders in Nigeria; hence, the findings of this study could be a relevant and recent
addition to the existing literature in the field of employee turnover management in
Nigeria. The scholar should plan the literature review because it enables a better
understanding of the research topic (Leite et al., 2019). To achieve a logical flow, | first
reviewed the transformational leadership theory, the conceptual framework | adopted as
the lens to view the phenomenon of employee turnover. Next, | discussed the concept of
employee turnover and some of its fundamental causes, and | concluded with a summary
and transition section.

| searched for scholarly articles on leadership and employee turnover in several
databases such as ABI/INFORM Collection, Academic Search Complete, Emerald

Insight, SAGE Premier, ResearchGate, and the Thoreau multidatabase search from the
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Walden Library. | used some keywords to search the databases to remain focused on the
research topic. The keywords were career growth opportunities, employee engagement,
employee proactivity, financial remuneration, job dissatisfaction, job stress and burnout,
organizational citizenship behavior, leadership styles, protean career orientation, and
work flexibility.

To comply with Walden University’s requirement for sources to be peer
reviewed, | used the peer-reviewed scholarly journals feature in the Walden University
Library database to ensure articles were peer reviewed. Of the 286 sources, 263 (92%)
were peer reviewed, and 259 (91%) were published within 5 years of the anticipated
completion year of 2022. Some of the older articles were the seminal works of theorists
on the conceptual framework and other rival leadership theories.

Transformational Leadership Conceptual Framework

An engaging leadership style could stimulate followers’ interest in organizational
objectives, enhance productivity, and contribute to better corporate performance. In a
study of political leadership, Burns (1978) introduced the transforming leadership
concept proposing that political leaders needed to motivate followers and align their
expectations with those of the parties or social systems to achieve the greater good. Burns
highlighted charisma as a fundamental requirement for transforming leadership because it
creates a bond between the leader and followers, resulting in a two-way relationship in
which the leader influences the followers and vice versa. Bass (1985) changed the
terminology from transforming to transformational leadership, extended the discussion,

and noted that the shared value and motivation by the leader inspire followers to exceed
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set organizational targets. Bass introduced four constructs to explain how the
transformational leader improves followers’ performance: idealized influence (same as
Burns’s charisma), inspirational motivation, intellectual stimulation, and individualized
consideration.

Several scholars have utilized the transformational leadership framework to
understand different business phenomena such as organizational performance (Akdere &
Egan, 2020; Jiang et al., 2017), employee loyalty (Abasilim et al., 2019; Shannon, 2019),
employee engagement (Hai et al., 2020), job satisfaction (Mickson & Anlesinya, 2020;
Mwaisaka et al., 2019), and employee outcomes such as turnover intentions (Masood et
al., 2020; Saira et al., 2020). The application of the transformational leadership
framework indicates its usefulness to explore practical business problems. Using
empirical methodology, Saira et al. (2020) found a relationship between transformational
leadership style and employee turnover. The transformational leader influences followers
and stimulates their interest in the job and the organization. Jensen and Bro (2018) noted
that leadership influence results in a shift of thinking from self to a state in which
employees prioritize organizational objectives. This transition suggests that
transformational leadership does not merely influence employees but transforms their
thinking to a higher order. Organizations, therefore, should understand the constructs of
the transformational leadership style and train supervisors accordingly to have a chance
to reduce employee turnover.

Notwithstanding the positive effects of transformational leadership, its

implementation requires a cautious approach. Chen et al. (2018) noted that
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transformational leaders could mislead followers in situations in which the leader’s
objectives conflict with organization plans. Similarly, Parveen and Adeinat (2019)
demonstrated how the leader’s action could result in additional work stress and employee
burnout. The highlighted possibilities of wrongful use of transformational leaders suggest
the need for boundary setting on leadership action. Consequently, organizations should
ensure a balanced approach to the adoption of transformational leadership to prevent
untoward outcomes. Therefore, | approached the review of Bass’s four transformational
leadership constructs, noting the need for a balanced review.
Idealized Influence

Burns (1978) described idealized influence in terms of the leader’s passion for
followers, providing a supportive platform for followers and subordinating self-interest
for the greater good. Burns used the word charisma to summarize the behavioral position
of such leaders. Followers love to be associated with leaders exhibiting idealized
influence and would rather nurture the relationship than lose it. Langat et al. (2019) and
Northouse (2019) noted that the charismatic leader serves as a role model to employees,
earns their respect, and gets them to exceed performance expectations. In a study of
transformational leadership components, Mir et al. (2020) discovered a significant
relationship between the idealized influence component, job satisfaction, and affective
commitment to the organization. A leader who positively influences followers enhances
their motivation to perform and remain in the organization, thereby reducing employee
turnover. ldealized influence behaviors’ impact on reducing employee turnover derives

from the followers’ loyalty to the leader. Algatawenh (2018) noted that the tireless effort
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of leaders to develop followers’ abilities through relegation of self-interest results in
increasing levels of followers’ loyalty. Therefore, organizations should train business
leaders in SMEs on idealized influence behaviors to enhance employees’ loyalty and
reduce turnover. Furthermore, leaders exhibiting idealized influence behaviors are moral
leaders prescribing ethical standards for followers. According to Brimhall (2021), high
moral standards positively influence employees and drive them to stay focused in the
search for mutually beneficial objectives. The employees then develop a higher
commitment level for the organization with the ensuing desire not to quit.
Inspirational Motivation

Business leaders could share an organization’s vision with employees and
encourage them to contribute meaningfully to that desired future. Bass (1985) described
the inspirational leader as one who enhances followers’ motivation toward better
performance. Kariuki (2021) noted that a leader exhibiting such behaviors propels
followers toward increased organizational commitment, improved performance, and
greater optimism to contribute to change initiatives. Also, Huynh (2021) posited that
transformational leaders inspire optimism, intrapreneurial skills, and employee job
satisfaction through inspirational motivation. The preceding implies that motivated
employees align with the organization’s vision and remain committed; therefore, business
leaders should intentionally inspire employees to keep them committed and to reduce
turnover intentions. Furthermore, effective communication is essential to motivating
employees. Boies and Fiset (2018) noted that inspirational leaders communicate tasks and

deliverables, resulting in proper understanding, focused action, and goal achievement.
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Given that compelling communication impacts employee motivation, organizations
should train leaders to learn the art and institute a communication protocol in the
organization. The transformational leader engages, communicates, and inspires
employees’ collective participation toward achieving a better future, and in the process
endears them to the organization, thereby preventing turnover.
Individualized Consideration

Employers should recognize that employees are individuals and should treat them
as such. According to Bass (1985) and Harb et al. (2020), under the individualized
consideration construct, the transformational leader takes time to understand and relate
with each employee in a personalized manner, thereby aiding followers’ development and
sense of commitment. Individualized consideration brings the leader and follower in
contact with each other, providing the opportunity to understand capabilities, preferences,
and how to optimize the follower’s performance. Business leaders should use an
individualized consideration approach to serve as coaches and mentors to help each
employee improve understanding of the system and achieve their performance potentials
(Northouse, 2019). Furthermore, an employee with direct access to the team leader might
develop a higher commitment to the organization. Martinez-Corcoles et al. (2020) noted
that when transformational leaders relate with employees, such personalized relationships
result in employees developing higher commitment and better organizational citizenship
behaviors. The implication is that leaders should implement an effective communication
mechanism whereby employees can reach out and receive attention. A way to promote

the practice of individualized consideration style is through task delegation. X. Zhang et
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al. (2017) noted that delegation requires leaders to engage with employees resulting in
psychological empowerment, which further motivates employees to improve
performance. Delegation results in personalized relationships between the leader and
employee, affording exchanges that could further empower employees. Business leaders
should use delegation as an empowerment technique to reduce employee turnover. Also,
transformational leaders should use the individualized consideration style to mentor
employees, create a system in which each individual is supported, keep employees happy,
and reduce turnover.
Intellectual Stimulation

Developing innovative work behavior in employees can improve work
engagement level, job satisfaction, and business performance. According to Bass (1985),
the intellectual stimulation construct requires the leader to challenge followers to think
outside of the box, take difficult situations as learning opportunities, and seek better ways
to improve task handling and delivery. Sanchez-Cardona et al. (2018) noted that the
intellectual stimulation leadership style is learning based and improvement oriented.
Leaders who practice intellectual stimulation develop employees’ capacities and
contribute to overall business development. The human resources department of
organizations should put in place training programs that sharpen employees’ critical
thinking and solution-oriented skills.

Furthermore, adopting the intellectual stimulation leadership style would keep
employees engaged and satisfied with their jobs, thereby promoting their career

progression. Lai et al. (2020) found that work engagement mediated the relationship
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between transformational leadership and job performance, while Putri and Setianan
(2019) linked work engagement to increasing employee retention tendencies. This
reduction in employee turnover suggests that intellectual stimulation challenges
employees to think creatively and helps the transformational leader retain their talents.
Therefore, organizations should train their leaders to understand the basics of intellectual
stimulation behavior and be encouraged to sharpen its application to reduce employee
turnover.
Alternative Leadership Frameworks

In addition to the transformation leadership theory, I reviewed other leadership
theories to determine their suitability to address the phenomenon of employee turnover,
which my study addressed. These leadership theories were leader-member exchange
(Dansereau et al., 1975), adaptive leadership (Heifetz et al., 2009), laissez-faire
leadership (Lewin et al., 1939), and transactional leadership (Bass, 1985; Burns, 1978).
Leader-Member Exchange Framework

Dynamic engagements between leaders and employees could help create an
enabling environment for better employee commitment to the organization. Dansereau et
al. (1975) developed the leader-member exchange framework (LMX). Matta and Van
Dyne (2020) defined LMX as a system of leadership in which leaders identify the best
employees and encourage them for their skills and efforts. Furthermore, some scholars
identified the LMX as an effective strategy that organizations could employ to reduce
employee turnover intentions (Choi, 2020; Patnaik & Dubey, 2019). The possible use of

the LMX framework to minimize employee turnover suggests that leaders should seek
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further knowledge of the components of LMX and apply the framework in interactions
with employees. Business leaders could use the LMX to identify employee needs, satisfy
them accordingly, and positively influence employee retention.

An essential role of leadership is creating and managing relationships with
followers. Patnaik and Dubey (2019) found a strong positive relationship between LMX,
employee engagement, and job satisfaction. Patnaik and Dubey also noted that the LMX
is a good strategy that leaders could apply in curtailing employee turnover. Also, Choi
(2020) indicated that the LMX is an effective tool for leaders to manage relationships
with followers. For instance, Choi found that by allowing teleworking arrangements,
leaders fulfill employees’ expectations of having fair working conditions, thereby
reducing the likelihood of employees quitting the organization. The established link
between LMX, employee engagement, job satisfaction, and turnover intention provides
an insight into how leadership style could impact employees’ decidedness.
Organizational leaders could further explore the LMX framework, train supervisors to
understand its dynamics, and use the enhanced leader—employee relationships as a
turnover reduction strategy.

The LMX framework could have its drawbacks that an organization must
carefully manage. For instance, A. Yu et al. (2018) had a contrary position on the
effectiveness of the LMX framework because of the presence of in-group and out-group
members. Yu et al. found that the leader adequately nurtures the in-group members and
positions them for relevant organizational roles. However, the out-group members enjoy

less patronage with compensation strictly based on employment contracts, contributions,



19

and compliance. Northouse (2019) noted that the dichotomous relationship created by the
LMX framework might lead to destruction in value. The highlighted drawbacks of the
LMX framework and the potential to accentuate employee turnover based on group
tension requires a cautious application of the framework. Hence, LMX was not deemed
to be a suitable lens to understand the phenomenon of employee turnover.
Adaptive Leadership Framework

Organizational problems are not always technical but might assume proportions
requiring adaptive solutions. R. Heifetz (1994) introduced the adaptive leadership
framework, while Heifetz et al. (2009) expanded further on it, noting that the concept is a
practical leadership framework that enables companies to fit in the continually changing
environment and tackle recurring issues. Heifetz et al. categorized organizational issues
into the adaptive and technical elements of challenges. According to Nelson and Squires
(2017), the leader addresses technical challenges with existing knowledge while
resolving adaptive difficulties with a new level of reasoning. Kuluski et al. (2021)
highlighted the adaptive leadership framework’s four principles; organizational justice,
strong characters, development, and emotional intelligence. Organizational justice allows
employees to identify and proffer possible solutions to issues. Strong characters help in
creating a conducive and enabling environment.

Developing members through training will enhance their emotional intelligence
preparing them for any change. Some scholars identified adaptive leaders as knowledge
seekers who can change and adapt to environmental changes and other technicalities

(Dunn, 2020; Kuluski et al., 2021). These abilities may enable adaptive leaders to address



20

organizational turnover challenges swiftly. I believe that employee turnover is more of a
technical challenge but there are instances where the causes of turnover intentions are not
known; hence, the adaptive leadership framework may be partially helpful for this study.
Laissez-Faire Leadership Framework

A leadership approach where employees take on higher responsibilities could add
value to the organization. Lewin et al. (1939) developed the laissez-faire leadership
framework in which followers set their own goals, pace, and achievement modalities.
Such a leadership system might be inappropriate for effective organizational operations.
According to Jekelle (2021), laissez-faire leaders transfer their decision-making
responsibilities to employees, resulting in delayed decisions, lack of feedback, and non-
follow up on employees’ needs thereby leading to excessive freedom, low employee
productivity, and low employee turnover. Robert and VVandenberghe (2020) noted that the
lacking targets, guidance, and direction often leads to low productivity. Whereas laissez-
faire leadership could reduce employee turnover, its other effect in reducing productivity
negatively impacts the organization. Business leaders should discourage using laissez-
faire leadership because it sub-optimizes employee productivity and diminishes
organizational performance.

Laissez-faire leadership could result in leadership role abdication. According to
Wellman et al. (2019), laissez-faire leaders do not engage in work responsibility
mobilization, noting the model’s lack of employee guidance and supervision as
weaknesses. In addition, Bass (1985) described laissez-faire leadership as nonstrategic

and fraught with negative implications. The negative impact of laissez-faire leadership
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calls for caution to prevent sub-optimizing organizational capabilities. Therefore, the
laissez-faire leadership model was not suitable for this study because I did not intend to
weaken employees’ productivity.
Transactional Leadership Framework

Transactional leadership uses rewards and sanctions to promote collective
organizational performance. Burns (1978) introduced the transactional leadership
framework in which the leader rewards employees’ achievement of desired objectives
and sanctions nonachievement. Bass (1985) extended the framework and noted that
transactional leaders use management by exception to manage employees. Transactional
leadership differs from transformational leadership. Baskarada et al. (2017) described
transactional leadership as a mechanistic approach where leaders use rewards and
sanctions to influence followers rather than using inspiration or individualized
consideration underlying the transformational leadership framework. Similarly,
Northouse (2019) noted that followers comply with the leader’s guidance without
question under transactional leadership due to the entrenched reward and sanction
protocol. The sanction and reward approach implies that transactional leaders somewhat
force employee compliance while transformational leaders utilize motivation to drive
performance. Business leaders should direct a cautious use of the transactional leadership
framework.

The transactional leadership style might be unsustainable and therefore unsuitable
for driving employee performance. Bass (1985) noted that transactional leadership is less

superior to transformational leadership because the reward system is the only factor used
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for motivation. The implication is that pay and potential growth drive an employee’s
loyalty, unlike transformational leadership, which utilizes idealized influence, and
inspirational motivation to stimulate employees to improve performance. Gorgulu (2020)
noted the incompatibility of the transactional leadership framework with the younger
workforce in today’s workplace, whose performance derives from several forms of
motivation. Also, Caillier (2018) reiterated the link between transactional leadership and
employee turnover. The transactional leadership framework was not deemed suitable for
this study because it has been linked with employee turnover and could negatively impact
the younger employees, who constitute the majority of the workforce.
Employee Turnover Intention and Employee Turnover

Employee turnover intention differs from actual employee turnover. Coetzer et al.
(2019) referred to employee turnover intention as the consideration of employee
disengagement from an organization and noted a direct relationship between turnover
intentions and eventual turnover actions. Similarly, Cao and Chen (2021) explained
employee turnover intention as the predicted number of staff likely to leave the
organization’s employment within a specified period. Employee intention to quit often
precedes employee turnover. Thus, employees who constantly think about leaving an
organization’s employ often leave an employment gap that may internally shock the
organization (Theriou et al., 2020). Organizational leaders must promptly identify what
necessitates employees’ turnover intentions and immediately address them to curtail

employee turnover in the organization effectively.



23

Employee turnover is the eventual loss of talented employees in an organization.
Andrews and Mohammed (2020) described employee turnover as the rate workers exit an
organization to seek alternative employment opportunities. Turnover measures the rate at
which employers lose and replace their employees (Cao & Chen, 2021). Several reasons
influence employees’ turnover intentions, which usually leads to a high employee
turnover if not adequately managed. Considering the negative impact of high employee
turnover on other employees and organizational performance, business leaders must
identify the root causes of employee turnover and proffer effective solutions for
sustainable business growth and performance.

From the review of relevant literature, | identified lack of developmental
opportunities, lack of protean career orientation, lack of work flexibility, poor
remuneration, job dissatisfaction, job stress and burnout, low employee engagement, and
lack of transformational leadership style as some causes of employee turnover with
leadership style being the primary cause of employee quitting. The negative effect of
employee turnover has compelled business leaders to focus on identifying employee
needs, the root cause of the problem, and possible solutions (Abasilim et al., 2019).
According to Penconek et al. (2021), disengaging from existing employment involves
inner contemplations wherein the employee believes that the current job cannot help
attain unique needs. The leader’s ability to introduce an effective leadership strategy
could determine the rate of employee turnover and the organization’s success.
Organizational leaders should engage with employees to understand and address the

causes of turnover intentions to reduce employee turnover.
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Team spirit is another significant factor influencing employees’ desire to stay in
an organization. According to Theriou et al. (2020), employees that experience strong
team synergy with open and supportive leaders are less likely to quit the organization.
Penconek et al. found that team spirit influences job satisfaction and loyalty to the
organization. Also, team spirit fosters creativity and innovation among employees (Leroy
et al., 2021), thereby increasing the firm’s competitive advantage. Therefore,
organizational leaders should build team spirit to enhance team bonding and increase
employee job satisfaction.

Organizations incur costs ranging from recruitment to training costs when an
employee resigns. According to Andrews and Mohammed (2020), organizations
experience financial loss due to reduced productivity and time to interview, recruit,
orientate, and train new employees. Brimhall (2021) linked employee turnover costs to
leaders’ inability to achieve goals. Similarly, De Winne et al. (2019) indicated that a high
employee turnover rate negatively affects organizational success by disrupting day-to-day
operations. Employee burnout, low efficiency, poor morale, idle time, and production
downtime, which are detrimental to the success of an organization, are the consequences
of employee turnover. Business leaders must identify why employees leave their
organizations and design strategies to reduce turnover to the barest minimum.

Employee Turnover Contributory Factors

Exiting employees have adduced reasons for leaving their respective

organizations. Some of the reasons include the autocratic leadership style used by

corporate leaders (Amah, 2018), job dissatisfaction (Liu & Lo, 2018), and lack of
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developmental opportunities (Vande Griek et al., 2020). Organizational leaders should
identify and address the full range of employee turnover causative factors as much as
practicable. Next, | present a synopsis of some of the factors contributing to employee
turnover.

Lack of Developmental Opportunities

Career growth prospects have been linked to employees’ intentions to remain in
organizations. Weng and Zhu (2020) traced the flow from career growth to job
involvement, employee behavioral outcomes to job satisfaction, and ultimately the desire
to stay with the organization. Similarly, Vande Griek et al. (2020) established a negative
correlation between career development opportunities and employee turnover intentions.
In an empirical study involving 327 frontline employees in five selected Nigerian hotels,
Ohunakin et al. (2018) found a negative correlation between components of career
growth opportunities and employee turnover, implying that employees will not quit if
they see growth prospects in the present job. Considering that employee career expansion
is beneficial to both the employee and employers (Buck, 2017), it is expedient that
organizations constantly seek ways to expand career opportunities and provide clear
policies on how employees can attain career growth.

Organizations that focus on improving employees’ skills through training enjoy
improved employee loyalty and competitive advantage. In separate studies, Davidescu et
al. (2020) and Fang et al. (2020) discovered that organizations that prioritize employee
development enjoy lower staff attrition rates and increased performance through

enhanced skill acquisition. The implication is that employees value organizations that
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focus on their personal growth and reciprocate by contributing to organizational success.
Andrews and Mohammed (2020) argued that training and career advancement
opportunities allow employees to become better at their jobs and increase employee
satisfaction. Business leaders should therefore develop an organizational culture that
supports employee development, boosts employee creativity, and reduces turnover
intentions.

Several studies established a direct relationship between training, customer
loyalty, and customer satisfaction. In an empirical study involving 224 employees,
Kamath et al. (2020) found that employee training plays a significant role in achieving
customer satisfaction. Thus, where employee training is lacking, it could lead to customer
dissatisfaction and loss of customer base. Mehta and Mehta (2019) argued that well-
trained employees are knowledgeable about the organization and its products and
services and can provide top-notch services rendering customers satisfied and loyal to the
organization. Organizations that intend to grow their customer base and improve
customer satisfaction must equip employees with the required knowledge and skills to
provide excellent customer service.

Training and development are also effective strategies that business leaders can
deploy to motivate employees. Studies by Chahar et al. (2021) and Girdwichai and
Sriviboon (2020) revealed that training facilitates employee performance, improving job
engagement and job satisfaction. The implication of the impact of training and
development on employees’ performance variables requires business leaders’ conscious

and focused action. Identifying the training needs of employees and taking steps toward
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ensuring employee development would motivate employees to work harder toward
business improvement and sustainability.

Lack of developmental opportunities could result in employee boredom and
negatively affect organizational productivity. Workplace boredom occurs when
employees conduct repetitive activities without change over a long period (Jessurun et al.,
2020; Teng et al., 2017). Teng et al. (2020) surmised that boredom could occur among
employees when competence level exceeds the demands of the current job role, possibly
leading to turnover intentions. Garcia-Mainar and Montuenga-Gomez (2020) and
Jessurun et al. (2020) found that an employee’s perceived overqualification could trigger
anti-productivity behaviors, negatively affecting coworkers and increasing turnover. The
impact of boredom and overqualification on turnover intentions suggests taking actions
like job rotations, job redesigning, training, and job reassignment as possible strategies to
curbing workplace boredom. Business leaders should consider adopting strategies that
introduce new challenges to the employees and increase engagement levels to have a
better chance of reducing employee turnover.

Lack of Protean Career Orientation

An important driver of employee turnover intention is the concept of protean
career orientation (PCO). According to Holtschlag et al. (2020), PCO is the degree to
which self-values guide and direct individuals’ career decisions. One of the critical
attributes of employee PCO is commitment, a mediating factor for reducing employees’
intention to leave (Oh & Koo, 2021; Redondo et al., 2021). In an empirical study

involving 290 participants, Qureshi et al. (2019) found that employees’ commitment
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positively relates to job satisfaction. The findings prove that PCO, through commitment
and job satisfaction, is critical to employees’ long-term stay in organizations. The
challenge for business leaders is how to devise internal practices that enhance job
satisfaction that will engender employee commitment as a precursor to employee
retention.

Organizational investment in career development could positively affect the PCO
of employees. According to Zhu et al. (2021), organizations that invest and provide
career development plans for employees enjoy the benefit of reciprocity via enhanced
attachment to the organization, increased loyalty, and enhanced PCO. In an empirical
study, Lochab and Nath (2020) found that employees’ proactive personality contributes
significantly to PCO by enhancing self-driven and value-driven attitudes. The finding
implies that employees expect organizations to project their career development and
institute policies to help develop a proactive personality. Organizations must significantly
invest in improvement initiatives to enhance retention through increased PCO.

PCO is prevalent among millennials, the predominant employee group in
organizations. Haenggli et al. (2021) underlined the significance of PCO in millennials in
organizations. Also, Yuniasanti et al. (2019) noted that millennials would constitute about
35% of the workforce by 2020, and they are the highest demographic of employees with
turnover intentions for various reasons. Furthermore, based on an empirical study
involving 176 participants, Holtschlag et al. noted that when millennials observe high
levels of organizational support, meaningful work goals, and perception of institutional

career management, they stay in their roles. The finding that PCO is important to
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millennials is critical in managing organizational employee turnover. Business leaders
must take deliberate steps to ensure employees’ well-being by offering career support,
setting significant work objectives, and providing career progression opportunities to
enhance PCO and retain them in organizations.

PCO could impact well-being factors, such as self-actualization, personal
accomplishment, sense of self-fulfililment, and safety. In an empirical study, Alok and
Rajthilak (2021) found a positive relationship between workplace well-being and
employees’ PCO. Further bolstering this finding, Li et al. (2019) noted that employees in
certain professions experience unsafe conditions, affecting their physical and
psychological well-being. The experiences negatively affect the employees depending on
their PCO level. Given the relationship of PCO to organizational commitment, it is
evident that employees will develop turnover intentions when their well-being is in
jeopardy. Organizations seeking to maximize the retention of their best employees must
provide progressive, stable, and safe work environments.

Lack of Work Flexibility

Workplace flexibility entails allowing employees freedom to decide on the best
approach to discharge their duties toward achieving organizational objectives. Ray and
Pana-Cryan (2021) noted that a flexible work environment empowers employees to
choose their preferred location, time, and manner to discharge their duties. Similarly,
Atiku et al. (2020) noted that flexibility in the workplace dwells on the ability and
willingness to accept change, especially regarding when and how the job gets done. A

flexible work arrangement requires employees’ individual goals to align with the
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organizational objective. Aligning employee and employer goals will help the
organization achieve its performance objectives with improved productivity and reduced
stress.

Business leaders could use flexibility in the working environment to engage and
retain employees. Choi (2020) noted that work flexibility influences employees' decisions
to stay in an organization. According to Choli, organizations with flexible work
arrangements enjoy less employee turnover through employee reciprocal action. Ray and
Pana-Cryan (2021) identified a lack of a flexible work environment as a cause of
employee turnover. The highlighted impact of work flexibility on employee turnover is
an insight that should prompt leaders to accept the changing dynamics of the workplace.
Therefore, employers should create flexible work options to enhance staff commitment
and retention.

Work flexibility also enables employees to balance their work life and personal
life. Berkery et al. (2017) noted that employees could achieve work-life balance if the
managers create a flexible work arrangement. The work-life balance consists of activities
that enable employees to have the autonomy of thinking in their way, engage their
leaders, and integrate those thoughts into the system to reduce employee burnout and
intention to quit. Similarly, Kaushal (2019) posited that employees could work remotely
effectively with appropriate tools and achieve required outcomes. The importance of
work flexibility on work-life balance makes it incumbent on organizations to acquire

tools for working remotely, maintain a healthy work environment, and build happier
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employees. Business leaders should train their employees and provide all the necessary
tools to create and maintain a flexible work arrangement.

Work flexibility positively enhances employee performance. Avgoustaki and
Bessa (2019) and Davidescu et al. (2020) noted that flexible work arrangements that are
employee-driven and designed to achieve work-life balance could generate a positive
outcome for the organization through employee intrinsic motivation. Also, Bray et al.
(2018) and Ongaki (2019) noted that by providing flexible work arrangements,
organizations attract promising talents, enhance staff performance, and enable a
competitive edge. Employees with more autonomy over their work arrangements are
likely to be better engaged, more committed, and satisfied with their work. The positive
interaction between work flexibility, employee motivation, and performance provides a
valuable insight that leaders could explore to keep employees committed to
organizational ideals. Business leaders should create a flexible work arrangement to
enhance employee output, improve organizational performance, and reduce turnover.
Poor Remuneration

Remuneration could serve as a vital factor in employee turnover intention.
According to Andrews and Mohammed (2020), competitive pay, compensation, and
employee benefits increase employees' satisfaction levels and propel them to become
even more productive, thereby reducing intentions to leave. Similarly, in a quantitative
study involving 307 participants, Koo et al. (2020) established that emotional and
material rewards are pertinent to developing affective commitment, job performance, and

reducing turnover intentions. Koo et al. further posited that business leaders must



32

carefully understand an employee's perception of proposed rewards or compensation to
determine what reward system would lead to employee satisfaction and retention. The
link between remuneration and employees' decision to remain with an organization is an
essential insight that employers should explore to address turnover. Furthermore, since
competitive pay, compensation, and benefits increase employees' morale, organizational
leaders must consciously strive to provide equitable financial and non-financial rewards
to increase satisfaction and reduce employee turnover.

Poor remuneration could lead to low employee engagement and decreased
productivity resulting in employee turnover. Theriou et al. (2020) argued that a high work
engagement level positively impacts employee productivity and reduces turnover because
engaged employees are more likely to remain in their current jobs. Amah (2018) stated
that business leaders could effectively achieve employee engagement through good
employment relations such as communication, rewards, and recognition. Furthermore,
Amah noted that employees who enjoy these rewards reciprocate with high work
engagement. The implication is that when organizations do not adequately reward their
employees, they become demotivated, resulting in counterwork behaviors and poor
productivity. Business leaders must ensure that employees are adequately rewarded and
compensated to promote increased work engagement, productivity, and employee
retention.

Remuneration could impact other considerations like employee job satisfaction,
creativity, and innovation. According to Malek et al. (2020), reward structures

significantly influence the development of new products and ideas because employees'
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creativity levels depend on the perception of equitable reward. Similarly, in an empirical
study involving 235 respondents, Thneibat (2021) established that perceived rewards had
positive and significant relationships with radical innovation, knowledge acquisition, and
knowledge sharing. Considering that innovation is vital to gaining competitive power
(Gherghina et al., 2020) and due to the dynamic nature of the business environment,
organizations must strive to increase competitive advantage by creating new products and
services. Thus, organizations that intend to remain competitive and relevant must
motivate workers to become more creative, innovative, and committed by ensuring that
the rewards are fair.

Competitive remuneration is also an excellent strategy for talent acquisition and
retention of skilled employees. According to Al Kurdi et al. (2020), an organization’s
success depends on its ability to attract, retain, and reward qualified employees. In a
quantitative study of 340 randomly selected participants, Al Kurdi et al. established that
economic factors such as incentives and reward programs significantly impact employee
retention. Similarly, Alhmoud and Rjoub (2019) argued that the different elements
associated with total rewards would affect the decision of high performers and highly
qualified employees to either stay or leave the organization. Organizations seeking to
improve productivity and competitiveness in the global market while also ensuring the
stability and sustainability of the business must develop creative ways to attract and

retain highly qualified and skilled employees.
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Job Dissatisfaction

Employees’ job satisfaction could play a significant role in organizational
commitment and citizenship behavior, thus reducing turnover intentions. Kaushal (2019)
noted that work stress directly impacts work-life balance, resulting in job dissatisfaction
and employee turnover intentions. Also, in an empirical study of 200 leader—follower
dyads, Zhang and Seo (2018) found that long working hours aggravate psychological
distress, increase job dissatisfaction, and contribute to turnover intentions. This indirect
impact of long working hours on turnover intentions provides a vital insight into how
leaders can schedule work without exposing employees to overly stressful environments.
Organizational leaders must consciously strive to find creative avenues to reduce work
stress and diffuse tension to prevent job dissatisfaction and reduce employee turnover.

The leadership—followership dynamic is an effective tool for enhancing
employees' job satisfaction. In an empirical study involving 134 participants, Patnaik and
Dubey (2019) established that the leader—follower relationship is essential for employees'
development. The non-existence of such a relationship could lead to job dissatisfaction.
Similarly, Steinmann et al. (2018) posited that a leader should serve as a role model to
followers by providing a clear vision of the organization's objectives, inspiring them to
more significant commitment, and enhancing job satisfaction. The implication is that
followers' dissatisfaction could ensue when leaders and followers are not in agreement.
Therefore, it is incumbent on leaders to take time to understand and relate with each

employee in a personalized manner, thereby aiding followers' development and sense of
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commitment to organizational objectives. The transformational leader demonstrates this
personalized relationship through the individual consideration behavior (Bass, 1985).

An appropriate leadership style could also significantly influence employee job
satisfaction. Based on an empirical study, Akdere and Egan (2020) observed that
remarkable leaders promote organizational culture and commitment, improving employee
satisfaction and performance through constant training and development. Similarly,
Ferozi and Chang (2021) observed that transformational leaders identify and articulate
their vision, thus providing an appropriate model, fostering the acceptance of group goals
and high-performance expectations, and providing individual support and intellectual
stimulation to followers. In an empirical study, Mwaisaka et al. (2019) found that
supportive and directive leaders influence employee job satisfaction. The importance of
leadership in ensuring job satisfaction suggests that self-serving and unfriendly leadership
styles would only alienate followers and heighten intentions to quit. Leaders must adopt
effective leadership styles to enhance employee satisfaction and reduce turnover.

Human resource management (HRM) practices such as compensation,
performance appraisal, promotion, and training could improve employee satisfaction.
Aburumman et al. (2019) and Memon et al. (2021), who conducted empirical studies
involving 394 and 565 participants, noted that HRM practices directly affect job
satisfaction and employee turnover intentions. Impliedly, organizations with weak HRM
practices risk having a dissatisfied workforce and should implement positive HRM
practices such as competitive benefits, fair performance appraisal, fast promotion

systems, and good training programs to ensure job satisfaction and reduce turnover.



36

Organizational values and culture also significantly affect employees’ job
satisfaction. Gorenak et al. (2020) noted that employees that perceive ethics and
corporate social responsibility (CSR) as essential are likely to be dissatisfied if their
employers are involved in undesirable practices. Khaskheli et al. (2020) held a similar
view by noting that employees’ CSR perception has a significant and positive correlation
with job satisfaction, suggesting that organizations’ values should be congruent with
employees’ moral values. Consequently, organizations must demonstrate ethical
tendencies through the concepts of responsible CSR and transparent policies to achieve
higher levels of job satisfaction, and ultimately reduce employee turnover.

Job Stress and Burnout

In recent times, job or work-related stress and burnout discourse have gained
much attention among business leaders who associated employee quitting intentions with
work-related stress and burnout, which may eventually lead to high employee turnover.
In an empirical study involving 106 full-time junior counseling faculty members at U.S.
universities, Woo et al. (2019) noted that work stress and burnout significantly impact
junior counseling faculty members’ intent to leave their respective institutions. Woo et al.
recommended pairing employees with mentors as a cushion against the effect of stress
and burnout on turnover intentions. Similarly, Liu and Lo (2018) noted that excess
workload, exhaustion, and cynicism are significantly and negatively associated with job
satisfaction and turnover intentions. The negative impact of stress and burnout on
turnover intentions with job satisfaction mediating the relationship provides a guide as to

how business leaders can address the issues toward reducing employee turnover. Leaders
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must ensure significant improvements in the working conditions of their employees by
providing an optimal workload, improving job satisfaction, and allowing better employee
autonomy to retain employees.

Job stress also affects employees’ work-life balance and performance. According
to Kaushal (2019), work stress impacts work-life balance, employee performance, and
organizational success. Kaushal posited that organizations that effectively deal with
work-stress variables enjoy a highly productive and satisfied workforce. Similarly, Leitao
et al. (2021) noted that all the factors affecting the impact of quality work-life hygiene
and burnout demotivators have direct/indirect relationships with productivity
contributions. Specifically, hygiene factors such as a safe working environment and good
occupational healthcare positively contribute to productivity. The identified impacts of
stress and burnout on turnover intentions provide business leaders with a deep
understanding of root causes and a resolution approach. For organizations to remain
highly productive, business leaders must ensure work-life balance among employees.

Job stress can also affect the mental well-being of employees. Mensah (2021)
noted that low job control, high job demand, and reward imbalance cause stress, affecting
employees' mental well-being. Mensah found a direct and significant impact between job
stress and working adults' mental health, with a higher magnitude effect on women than
men. Similarly, Law et al. (2020) found that workplace stress resulted in a decrease in
employee autonomy and recommended that leaders identify and address workplace stress
sources to improve employees' mental health. The lesson for leaders is that stress has a

far-reaching impact on performance-related variables resulting in employee turnover
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intentions. Business leaders should focus on designing work-friendly policies to improve
employees' mental well-being resulting in higher productivity and job satisfaction.

Adequately compensating employees’ efforts through career growth, monetary
rewards, or other compensation strategies effectively mitigates employee burnout.
According to Vizano et al. (2021), employee performance could significantly be
enhanced through financial rewards and reduced job stress, thereby reducing employee
turnover intentions. Similarly, Colvin et al. (2021) indicated that rewards need not be
financial as non-monetary measures such as employee motivation, a conducive work
environment, and an enabling organizational culture could increase job satisfaction and
reduce employee burnout. Non-financial rewards should be easily implementable because
they do not directly add to the running cost of the organization. Conversely, inadequate
employee rewards will increase job stress and influence employees’ exit decisions. It
becomes incumbent on business leaders to develop an effective reward system, financial
and non-financial, to appreciate employees’ efforts, reduce employee job stress, and
motivate them to work harder toward organizational success.
Low Employee Engagement

The level of employee engagement has attracted the increased interest of business
leaders who linked low employee engagement to adverse organizational outcomes such
as employee turnover. According to Cao and Chen (2021), despite organizations' inability
to infuse resilience in workers, leaders can curtail employees' intentions to leave by
showing empathy, keeping employees engaged, and reducing employees' stress levels by

providing them with adequate working tools. Similarly, Albrecht and Marty (2020) noted
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that employees' turnover intentions are directly affected by personality traits through the
mediating roles of work engagement, self-efficacy, and affective commitment. Low
employee engagement's impact on employee turnover suggests that organizational leaders
must adequately engage their workers to enhance collective performance and team spirit.
Consequently, effectively engaging employees will not only influence their decision to
stay but also improve employee commitment and self-efficacy. Business leaders must
create an environment that promotes employee engagement to enhance sustainable
development.

Organizational citizenship behavior is an effective strategy that business leaders
could use to enhance employee engagement and overall performance. Jiang et al. (2017)
noted that organizational citizenship behavior positively and significantly influences
sustainable employee performance through staff engagement and promoting team spirit.
In addition, Hai et al. (2020) indicated that perceived or experienced HR practices reflect
the organization’s investment in its employees, motivating employees for improved
engagement, performance, and organizational citizenship behavior. Contrarily, Irwan et
al. (2020) noted that a firm’s prevalent culture does not significantly affect job
satisfaction and employee performance and identified job satisfaction as the mediating
factor that enhances employee performance and motivation through leadership styles.
However, there is a consensus that organizational citizenship behavior creates enabling
environment for employees who are less likely to quit in a more enabling environment

than a less conducive environment.



40

Leadership style is another effective strategy that business leaders could use to
enhance employee engagement and organizational performance. Theriou et al. (2020)
posited that employee engagement moderates ethical leadership, leadership effectiveness,
and turnover intention. Similarly, Amah (2018) noted that the relationship between
leadership style and employee engagement is not direct but mediated through boundary
variables such as employee voice and perception of organizational support. In addition,
Patnaik and Dubey (2019) noted that implementing an effective leadership style
positively and significantly impacts employee engagement, satisfaction, and intention to
stay. A leadership style that encourages leaders to build a strong relationship with
employees, promote positive organizational citizenship, and entertain open
communication with employees enables organizations to flourish, remain productive, and
successfully achieve company goals. Business leaders must identify and implement the
best leadership strategy for effective employee engagement.

Low employee engagement negatively impacts employee growth, leading to
employee turnover. Amah and Oyetuunde (2020) noted that creating a work environment
where employees can express themselves without fear could positively impact employee
career growth through servant leadership. Ohunakin et al. (2018) inferred that the ability
of organizational leaders to retain their frontline employees and reduce employee
turnover depends on the identified dimensions of career growth opportunities, which is
only possible through employee engagement. The preceding implies that with career

growth, employees are willing to surpass expectations through enhanced productivity and
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work engagements. Organizational leaders must create a work environment where
employees can adequately engage and thrive.
Lack of Transformational Leadership

Business leaders exhibit different leadership styles with varying impacts on
employees’ behavioral variables and the decision to stay with or leave an organization.
Masood et al. (2020) conducted an empirical study on the impact of transformational,
transactional, and laissez-faire leadership styles on organizational citizenship behavior
(OCB) and turnover intentions. Masood et al. found that the transformational leadership
style had the most profound positive effect in increasing OCB and decreasing employees’
turnover intentions. Tian et al. (2020) confirmed the impact of leadership style on OCB
and turnover intentions but introduced the need for constant communication between
leaders and employees. Also, based on data collected from 361 participants in an
empirical study, Irwan et al. (2020) found a significant positive relationship between
leadership styles, job satisfaction, and employee motivation. The multiple pieces of
evidence linking transformational leadership style to enhancing employees’ variables
provide critical insight into managing employee turnover intentions. Therefore,
organizational leaders must train supervisors to acquire transformational leadership skills
and better communication approaches and monitor deviations.

Specifically, leaders that adopt the transformational leadership style inspire
employees to bring out their best performance, support their well-being, and increase
their interest in the organization. In an empirical study involving 140 respondents,

Abasilim et al. (2019) found that the transformational leadership style positively related



42

to employee commitment to the organization. Similarly, in another empirical study with
302 participants, Hussein and Yesiltas (2020) found that the transformational leadership
style positively mediated the relationship between employees’ emotional intelligence,
counterwork behavior, and organizational commitment. The transformational leader
essentially enhances employees’ performance and reduces adverse behaviors.
Furthermore, Djourova et al. (2020) found that transformational leaders enhance
employees’ self-efficacy and self-confidence through inspirational motivation resulting in
better employee well-being. With the demonstrated impact of transformational leadership
on employees’ commitment, emotional intelligence, self-efficacy, and well-being,
business leaders could have a clue into how to develop the capabilities of their staff,
thereby stimulating heightened interest in the organization. Employers should adopt a
two-pronged strategy by training supervisors in transformational leadership and training
employees to enhance commitment, self-efficacy, and self-confidence.

By serving as role models and mentors, transformational leaders earn the respect
of employees and cultivate followership that would not easily be separated. Bass (1985)
noted that the transformational leaders exhibiting the idealized influence behavioral
pattern take time to explain organizational objectives to followers and obtain their buy-in.
In return, the followers take such leaders as role models and remain loyal to their
relationships and the organization. Martinez-Corcoles et al. (2020) noted that
transformational leaders exhibiting the individualized consideration behavior focus on the
potentials of followers by attending to their unique needs. Akdere and Egan (2020) and

Jiang et al. (2017) noted that transformational leaders often promote employee
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performance by creating trusting relationships. The leaders make time to relate, mentor,
and challenge followers to think creatively, harnessing their competencies and skillsets.
The highlighted role of transformational leadership in inspiring employees to perform
better, stay committed, and remain with the organization provides a clearer picture of
how leaders could address turnover issues. Organizational leaders must therefore
implement a workable strategy for developing transformational leadership skills in
managers who must understand how to inspire employees and earn commitment and
loyalty.
Summary of Literature Review

The literature review contained a comprehensive explanation of employee
turnover and possible mitigation strategies. The illustrations in the literature review are
beneficial to business leaders who seek to understand the causes of employee turnover
and aim to proffer strategies to reduce the phenomenon in their respective organizations.
Readers and researchers interested in understanding the causes, consequences, and
solutions to employee turnover could also derive better insight from the literature review.
The literature review also presents a springboard for further research. Significantly, if not
addressed, employee turnover could eventually impact the performance of the remaining
employees through increased stress and burnout. Ultimately, productivity would drop,
resulting in reduced organizational profitability and sustainability issues.

The literature review started with an in-depth analysis of the transformational
leadership conceptual framework and its components. Furthermore, | considered

alternative leadership frameworks to determine those applicable to this study. Next, |
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described two important terminologies, employee turnover and turnover intentions, and
identified several possible causes. Given the depth of research, SME leaders would find
the findings useful to explore potential strategies to reduce employee turnover.
Transition

In Section 1, | presented the foundation of the study consisting of the background
of the problem, the problem and purpose statements, population and sampling, and the
nature of the study. Furthermore, | presented the research and interview questions and the
conceptual framework. I provided explanations of the study’s operational definitions,
assumptions, limitations, delimitations, and the significance of the study. Finally, |
conducted a literature review starting with an in-depth analysis of the transformational
leadership conceptual framework and its components and considering alternative
leadership frameworks to determine those applicable to this study. Next, I introduced the
concept of employee turnover and employee turnover intentions identifying some of the
possible causes, including: (a) lack of developmental opportunity; (b) lack of protean
career orientation; (c) lack of work flexibility; (d) job dissatisfaction; (e) poor
remuneration; (f) job stress and burnout; (g) low employee engagement; and (h) lack of
transformational leadership.

In Section 2, I reiterated the purpose statement and expanded on some other
components of Section 1, such as participants’ eligibility criteria, research method and
design, and population and sampling. Furthermore, | documented new narratives,

including my role as the researcher, ethical research, data collection instrument, data
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analysis, study’s validity, and reliability, and concluded with the summary and transition
paragraph.

In Section 3, I presented the findings of my study and the possible application to
professional practice. I also highlighted the implications of the study’s findings for
positive social change. Next, | made some recommendations for action and further
research, documented my reflection on the doctoral journey, and wrote the conclusion. |

presented the accompanying appendices and the reference list.
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Section 2: The Project

In Section 2, | emphasize strategies SME leaders used to reduce employee
turnover. Evelyn and Ling (2021) highlighted how transformational leadership resulted in
employee job satisfaction, reduced turnover intentions, and decreased employee turnover.
Section 2 details the significant aspects of the current study, starting with a restatement of
the purpose statement, description of my role as the researcher, justification of the
research method and research design, discussion of population and sampling, ethical
considerations, and data-related activities. | conclude the section with the transition and
summary.

Purpose Statement

The specific business problem was that some SME leaders lack strategies to
reduce employee turnover. The purpose of this qualitative multiple case study was to
explore the strategies that some SME leaders in Nigeria used to reduce employee
turnover. The target population consisted of SME business leaders from three companies
in Nigeria who had been successful in reducing employee turnover.

Role of the Researcher

The researcher is the driver of the qualitative research process and plays a vital
role at every stage. Roberts (2020) identified the researcher and the interview questions
as crucial instruments in qualitative data collection advocating for the researcher’s
competence and quality questions. Johnson et al. (2020) and Soh et al. (2020) highlighted
the need for the researcher to play an active role in sourcing and preparing participants,

coordinating the research process, and managing all matters arising during the process.
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The identified importance of the researcher suggested the need for me to be aware of and
adequately prepare for the data collection process. As the primary research instrument in
this study, my duties included recruiting the participants, formulating the interview
questions, conducting the interviews, embracing objectivity, and mitigating bias. |
developed an interview protocol (see Appendix A) including the interview questions to
ensure a structured, consistent, and seamless interview process.

To ensure a transparent research process, the researcher should declare prior
interactions with the aspects of the research. Researchers should practice self-reflection,
acknowledge existing preferences, and express their positionality in the research process
(Holmes, 2020; Peterson, 2019). Kalman (2019) noted that the interest and commitment
of the researcher play a significant role in determining the quality of the research output.
The combined implication of the highlighted insights is that the researcher must disclose
existing preferences to maintain an objective approach. I did not have any personal
relationship with any of the participants. My interest in leadership strategies and
employee turnover derived from over 20 years of working experience in the banking
industry. | observed the harmful effects of high employee turnover and some bank
leaders’ strategies to influence their employees to stay with the organization. Ameen et
al. (2019) posited that the researcher could formulate the topic based on convenience or
inspiration from previous professional or personal experience.

Furthermore, the researcher must ensure an ethical approach is maintained
throughout the research process and protect the participants’ privacy. The Belmont

Report provides guidelines on managing human participants in studies under three
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fundamental principles, including respect for persons, beneficence, and justice (National
Commission for the Protection of Human Subjects of Biomedical and Behavioral
Research, 1979). According to Brothers et al. (2019), the principle of respecting research
participants entails obtaining an individual’s consent to participate in the study and not
forcing them, beneficence obligates the researcher to keep participants from harm’s way,
and the justice principle requires the researcher to consider participants for available
benefits. Chiumento et al. (2020) noted that seeking the consent of participants, ensuring
anonymity, providing incentives, and stipulating procedures for data protection are some
of the primary ethical considerations in the research process. | carefully considered the
requirements of the three principles and implemented compliance plans based on Walden
University’s Institutional Review Board (IRB) approval for the study.

As the primary research instrument, I mitigated bias in my study by maintaining
an objective mindset. Johnson et al. (2020) posited that the researcher’s preconceptions
might influence the qualitative research process. Dash and Verma (2019) noted that the
researcher could ensure bias-free research by having an evaluative mindset and self-
assessment of the objectivity level. Mallon and Elliott (2019) admonished researchers not
to manipulate data to achieve preferred outcomes. Given my disclosed familiarity with
the phenomenon of employee turnover, | remained objective to manage the impact of
implicit bias, which according to Selmi (2017) is prejudicing behavior based on previous
experiences. | maintained an objective and inquisitive mindset throughout the research

process and practiced member checking to validate data collected to manipulation.
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The interview questions and procedures should be uniform across participants as a
quality assurance procedure in a qualitative study. The interview protocol is a written
guide containing the interview questions, the process for member checking, and other
nuances relating to the interviewing process (Hoover et al., 2018). Babb et al. (2017)
described the protocol as a set of standardized procedures for interacting with participants
developed by the researcher and submitted to the local IRB for review and approval. A
well-prepared interview protocol contributes to the reliability and validity of research by
ensuring the researcher adopts a uniform and consistent approach during the data
collection stage of the study. Therefore, | prepared and adopted an interview protocol
(see Appendix A) including interview questions for data collection.

Participants

Choosing appropriate and knowledgeable participants is crucial to achieving
quality research. According to Cypress (2019), research participants hold the keys to
quality research because they are the source of data. Furthermore, Knechel (2019) posited
that research quality derives from knowledgeable participants who understand the
intricacies surrounding the phenomenon of interest. Wong et al. (2021) noted that
recruiting and retaining research participants could be challenging and suggested that
participant selection should depend on exclusion and inclusion criteria set by the
researcher. Zong et al. (2021) linked data and research quality to a proper definition of
participants’ eligibility criteria. In line with the identified importance of recruiting
appropriate participants, | set the following inclusion criteria for study participants: (a)

The participant should be an owner or senior leader in an SME company; (b) the
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owner/leader should be working in Lagos metropolis in Nigeria, which was the setting for
my study; and (c) the owner/leader should have experience in successfully reducing
employee turnover in their respective companies. | excluded SME business leaders who
did not meet the stated criteria.

Gaining continuous access to research participants may be an arduous and
challenging task that the researcher must surmount. While reflecting on the experience in
a rural research setting, Peu et al. (2020) noted the need to identify constituted
authorities, seek consent, and negotiate access to gain continuous access to the research
site and participants. To gain access to participants, | selected three SME companies in
the Nigerian finance industry with operations in the Lagos metropolis to identify likely
participants. Next, | contacted the human resources managers to obtain a list of
organizational leaders and used purposeful sampling to identify some business leaders as
potential study participants. Lindstrom et al. (2020) noted that purposeful sampling
makes access to participants easier because they are not anonymous. Upon obtaining
Walden University’s IRB approval, | presented a summary of my project to the
participants through the human resources managers to stimulate participants’ interest in
the project.

One-time access to research participants may be inadequate to achieve a
meaningful research process. Peu et al. (2020) suggested that a good researcher—
participant working relationship must be continuous, with the researcher able to go in, go
on, go out, and come back as many times as required. While reflecting on the research

fieldwork process, Franco and Yang (2021) advised researchers to regularly interact with
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participants and build relationships based on aligned interest, trust, and mutual respect.
The importance of interaction in relationship building provides a vital insight to
researchers on strategies to build good working relationships with study participants. |
used virtual and physical means such as sending emails to participants, making phone
calls, using Zoom, and conducting one-on-one meetings to ensure ongoing interactions
with participants in my study.

In my study, | explored strategies that some SME leaders used to reduce
employee turnover. | ensured that the eligibility criteria for participants selection would
produce participants who had experience reducing employee turnover. The same
eligibility criteria applied to all participants, and I excluded those who were not qualified.

Research Method and Design

Choosing the appropriate research methodology is essential to the study. Draper et
al. (2021) identified quantitative, quantitative, and mixed methods as the broad categories
of research methods and noted several research designs associated with each method. My
methodology choice for this study was qualitative with a multiple case study design.
Research Method

| explored strategies that business leaders used to reduce employee turnover; my
choice of the qualitative method allowed me to explore the phenomenon under
investigation. According to Stutterheim and Ratcliffe (2021), researchers use qualitative
methodology to explore complex phenomena by engaging relevant stakeholders.
Furthermore, qualitative methodology allows researchers to gain deeper insights into how

individuals view a phenomenon using open-ended questions (Busetto et al., 2020;



52
Wohlfart, 2020; Yin, 2018). The qualitative approach was appropriate for the current

study because | sought a more profound understanding of a complex phenomenon and
interviewed business leaders using open-ended questions.

Some researchers use the quantitative method. In a study tracing the ontology of
the quantitative approach, Zyphur and Pierides (2020) noted that quantitative researchers
examine reality using numerical data and mathematical and statistical processes to
understand the relationships between variables. The statistical analytical outcome of data
becomes generalizable without further interaction with stakeholders involved in creating
the reality (Godwin et al., 2021). Aschauer (2021) noted that quantitative researchers
seek to identify and define relationships among variables and develop testable
hypotheses. The quantitative method was not suitable for my study because I neither
examined relationships among variables nor tested hypotheses relating to the
phenomenon of employee turnover.

The mixed-methods approach combines qualitative and qualitative methods
treating them as complementary. The mixing of qualitative and quantitative methods
proves more effective in studying complex phenomena because one technique
compensates for the weaknesses of the other (Stoecker & Avila, 2021; Strijker et al.,
2020). Furthermore, Skalidou and Oya (2018) noted that mixed-methods research could
be complex, resource, and time-consuming. My study did not include numeral analysis or

hypotheses testing, so mixed-methods research was unsuitable for my study.
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Research Design

Qualitative researchers have several options to make a design choice.
Tomaszewski et al. (2020) listed four principal designs including case study,
ethnography, phenomenology, and narrative inquiry, highlighting possible data collection
methods. Given that the qualitative case study design has a flexible mode of investigation
and allows the researcher to explore a phenomenon in a real-life setting (Siedlecki, 2020),
| chose the case study over other qualitative design options. Also, given that the evidence
obtained from multiple case locations is more compelling and makes case studies more
robust (Sadeghi Moghadam et al., 2021; Yin, 2018), | chose the multiple case study
design over the single case study design. The qualitative multiple case study design was
appropriate for me to explore strategies some SME leaders in the finance industry used to
reduce employee turnover. | collected data using open-ended interview questions to
engage participants and dig deeper for further information on employees’ turnover
reduction strategies.

Other gualitative research designs were inappropriate for different reasons.
Researchers use ethnography to explore human social activities and culture-based
knowledge through participants’ observation (Cubellis et al., 2021; Rapp, 2021; Renjith
et al., 2021). Ethnography was inappropriate for my study because | did not observe
participants and did not explore social activities or cultural issues. Phenomenological
research, which entails participants’ lived experiences and interpretations they ascribe to
previous experiences (Engward & Goldspink, 2020; Frechette et al., 2020; Mohammadi

et al., 2021), was not appropriate because | did not study participants’ lived experiences.
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The narrative inquiry, a research design in which the researcher makes meaning of
participants’ stories of their experiences relating to the phenomenon (Dibaba, 2021,
Gillan et al., 2021; Harper et al., 2020), was not appropriate for this study because I did
not focus on participants’ life stories and experiences.

As a qualitative researcher, | ensured data sample adequacy to achieve data
saturation and ensure the quality of the study. Data saturation, an essential indicator of
research reliability and quality, is the point in the data collection process when additional
data do not result in new meaningful themes (Guest et al., 2020; Hennink et al., 2019;
Mpofu, 2021). Additional interviews do not lead to any new thematic coding, implying
that replication by a different researcher is possible. Whereas the qualitative researcher
must demonstrate the attainment of data saturation and report it, there is no universal
standard, making its determination largely subjective (Fofana et al., 2020; Sebele-Mpofu
& Serpa, 2020; Yin, 2018). The importance of data saturation in achieving research
quality suggests that the qualitative researcher must be deliberate about achieving it.
Therefore, | used a three-step approach to achieve data saturation: (a) I selected and
interviewed participants with experience about the phenomenon of employee turnover,
(b) I used methodological triangulation whereby organizational documents served as a
second data source, and (c) | adopted the member checking procedure by requesting
participants’ validation of data interpretation. Data saturation occurred after the second

interview as no new meaningful themes emerged from the third interview.
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Population and Sampling

The population for this study consisted of three SME companies in the finance
industry in Lagos State, Nigeria. To achieve a credible research outcome, a qualitative
researcher should carefully consider selecting research participants’ using a sampling
technique that aligns with the research objectives. Depending on whether the qualitative
researcher proposed to generalize findings from samples or not, the researcher can choose
from several random or nonrandom sampling methods such as random sampling,
purposeful sampling, convenience sampling, theoretical sampling, and snowball sampling
(Campbell et al., 2020; Onwuegbuzie & Collins, 2017; Sebele-Mpofu & Serpa, 2020). |
used purposeful sampling to identify a sample of three business leaders working in three
SME companies in the finance industry. | did not generalize results but sought to gain
deep and rich insights into the phenomenon of employee turnover.

| interviewed three business leaders from different SME companies in the finance
industry for this study. According to Saracho (2017), qualitative research does not specify
the minimum number of participants, but the researcher should demonstrate the adequacy
of the participants chosen. I believed that by using a case study design, | could reach data
saturation with three participants who could provide rich insights on employee turnover. |
reached data saturation with the three participants and there was no need to interview
additional participants.

Data saturation is a determinant of research quality. Data saturation occurs when
there is information redundancy, or no new interpretive meaning occurs based on

additional data collection (Alam, 2020; Onwuegbuzie & Collins, 2017). My plan to
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achieve data saturation entailed selecting and interviewing knowledgeable participants,
using methodological triangulation with organizational documents as a second data
source, and adopting the member checking procedure by requesting participants’
validation of data interpretation. However, given that a prediction of data saturation point
might be guesswork (Varpio et al., 2017), | continued interviewing and achieved
information redundancy with the third participant.

| purposely selected participants with qualities, including being an owner or
senior leader, working in Lagos State in Nigeria, and who had experience in successfully
reducing employee turnover in their respective companies. Alam (2020) and Saracho
(2017) advised that researchers choose knowledgeable participants, experienced and with
a deep understanding of the phenomenon under investigation. Furthermore, the setting or
location selected for an interview may impact the participant’s and the researcher’s
engagement quality. Qualitative researchers should carefully consider the interview
setting, whether physical or virtual, making the participant’s convenience, privacy, and
preference a clear priority (McGrath et al., 2019; Moser & Korstjens, 2018). By
implication, selecting a good interview location in agreement with the participants is
essential to the success of interviews and the richness of data collected. Upon receipt of
ethical approval, | approached the participants to choose between virtual and physical
interviews and the convenient timing. | implemented the choice of each participant.

Ethical Research
Researchers should embrace ethical practices for the best research quality.

Conducting ethical research is the researcher’s primary responsibility and is guided by
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the institution that must impanel a local research ethics review board to protect
participants and ensure a quality research output (Davies, 2020; Parasidis et al., 2019;
Sivasubramaniam et al., 2021). The researcher undertakes the ethical approval while the
university sets up a review board to process requests. Walden University developed an
ethical review process supervised by the IRB, which must approve a study’s plan before
researchers engage participants to collect data. The IRB’s approval ensures compliance
with the Belmont Report requirements for research involving human participants,
especially respect for participants, their protection from any harm, and fair treatment. |
applied for and obtained the IRB’s approval with the number 04-01-22-0408139 for this
study.
Informed Consent Form

A vital aspect of an ethical research process is providing intended participants
with requisite and adequate information on the research as a basis for deciding whether to
participate. Axson et al. (2019) and Xu et al. (2020) described the informed consent
process as respectful to intended participants allowing voluntary participation choices
based on sufficient information usually documented in a consent form that participants
complete and sign. The implication is that researchers cannot overemphasize the
importance of participants’ accepting to participate voluntarily to achieve the principle of
respect for individuals as specified in the Belmont Report (Friesen et al., 2017). | started
the consent process by sending an email invitation for doctoral study participation (see
Appendix B) to participants introducing myself and the research objectives. Next, | sent

the consent form to each participant by email detailing research information and the
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participation requirements. | requested the three SME owners who decided to participate
to sign the consent form and return it via email. Barwise et al. (2019) noted that
participants should willingly consent to enroll in the study by signing the consent form
only after understanding the associated risks and benefits. A portion of the form stated
that participants could withdraw at any time by sending an email, writing a letter, or
placing a call to the effect. Labib et al. (2018) advocated that participants are allowed to
withdraw at any time during the research. | offered no financial incentive but planned to
share the findings with each participant.
Participant Protection, Compensation, and Data Storage

Researchers must protect participants from any harm, provide compensation
commensurate to inherent risks in the research process, and ensure confidentiality by
securely keeping all relevant data. Protecting research participants entails ensuring
privacy and confidentiality of information provided, providing commensurate incentives
to participants, and ensuring that data storage complies with institutional and legislative
requirements (Adashi et al., 2018; Antonio et al., 2020; Stablein et al., 2018). Complying
with ethical research principles requires deliberate actions from researchers, and |
implemented three procedures to comply with the requirements. First, | ensured
participants’ confidentiality by assigning alphanumeric codes R0O1, R02, and R03 to
replace actual names and referred to the companies as Company 1, Company 2, and
Company 3. Second, | offered no financial incentive but promised to share the findings

with the participants. Third, to ensure data protection, | committed to securely store all
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data collected for 5 years with sole access retained by me and to destroy all information
after the mandatory retention period.
Data Collection Instruments

The qualitative researcher has a choice of various instruments to collect data. Data
collection instruments, including the researcher, interview questions, organizational
documents, and observations, can be combined to complement, validate, and strengthen
data quality (Caillaud et al., 2019; Lemon & Hayes, 2020; Roberts, 2020). Soh et al.
(2020) noted the coordinative role played by the researcher in bringing the research
process together. | served as the primary data collection instrument in this study. I
recruited the participants, formulated open-ended questions, recorded interviews as
permitted by participants, and transcribed and analyzed data. For the study, the secondary
research instruments were the interview questions and organizational documents allowing
me to achieve methodological triangulation and reinforce the information collected. |
used a document information template (see Appendix C) to record significant details
from company documents.

As the primary instrument, the researcher must make proper use of the other data
collection instruments to achieve quality research. Researchers use structured or
semistructured, individual or grouped interviews with open-ended or closed-ended
questions, either in a physical or virtual environment, to understand a phenomenon from
a participant’s perspective (Ballena, 2021; DeJonckheere & Vaughn, 2019; Tavory,
2020). I interviewed individual participants to understand their views on reducing

employee turnover, using the semistructured approach with prepared open-ended
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questions and followed up with probing questions when necessary. Furthermore,
company documents might serve as a rich data source and complement other data sources
(De Andrade et al., 2018; Yin, 2018). | read through and extracted vital information from
documents provided willingly by participants.

The researcher’s positionality and the reliability and validity of the other research
instruments impact the quality of data collected. Holmes (2020) noted that the researcher
plays a central role in the study and should prevent personal views from biasing data
collected. To achieve data reliability and validity, researchers send interview transcripts
to participants for a self-check, activate member checking entailing participant evaluation
of the researcher’s data interpretation, and triangulate with multiple data sources to reach
information convergence and validation (DeCino & Waalkes, 2019; Mero-Jaffe, 2011;
Slettebg, 2021; Varpio et al., 2017). Extant literature confirmed the importance of a
reliability and validity check, and the researcher should be intentional about achieving it.
| conducted member checking by requesting participant validation of my data
interpretation and triangulated using interviews and documentary review of company
documents.

Data Collection Technique

The qualitative researcher has many techniques to collect data required to answer
the research question. The overarching research question for this qualitative multiple case
study research was: What strategies do some SME leaders use to reduce employee
turnover? Bush and Amechi (2019) and Castleberry and Nolen (2018) advocated for a

proper alignment of the data collection technique with the research question and
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recommended that the research question drive the data collection process to ensure the
usefulness of the evidence generated from the data collected. Given the importance of
data collection in the generation of evidence needed to answer the research question, the
researcher must choose an appropriate technique to collect data and ensure that the
process is transparent and properly managed. After receiving the IRB approval, |
collected data using semistructured interviews and company document review.

Qualitative researchers use interviews to explore a phenomenon from the
participant's viewpoint. Semistructured interviews are the most common qualitative data
collection technique in which the researcher engages the participant in a conversation
using open-ended questions to seek insights into a phenomenon (Castleberry & Nolen,
2018; DeJonckheere & Vaughn, 2019; McGrath et al., 2019). I interviewed eligible
participants using the prepared open-ended questions and applied the interview protocol
(see Appendix A) for consistency. | sought the consent of each participant to record
interview sessions to aid the transcribing and analysis process. The opportunity to follow
up with probing questions to explore specific issues entirely makes semistructured
interviews a flexible approach to gaining rich insights into a phenomenon. However,
McGrath et al. (2019) noted that semistructured interviews could be biased-prone, time-
consuming, and laborious because of the time required to transcribe interviews and
analyze data.

Reviewing relevant organizational documents could serve as a data collection
technique. Company records serve as rich data sources with varied applications,

including primary or secondary data sources, corroborating and validating evidence
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obtained from other sources, and supporting the triangulation of data (De Andrade et al.,
2018; Siegner et al., 2018; Yin, 2018). Company documents validating other data sources
imply that a researcher should develop a document review protocol for consistent
document review action. | prepared a document information template (see Appendix C)
to record information extracted from organizational documents. The advantages of
document analysis are its cost-effectiveness and being a stable data source. However,
identifying the proper documents to review and the possibility of incomplete information
are critical challenges to adopting document analysis.

It is a good practice for participants to have a final chance to reconfirm records to
prevent misrepresentation. Transcript review and member checking are avenues by which
participants self-review and adjust transcribed materials and the researcher’s
interpretation to align with the information provided during interview sessions (Mero-
Jaffe, 2011; Slettebg, 2021; Varpio et al., 2017). Transcript review and member checking
as participants’ self-confirming activities help the researcher achieve quality in data
analysis and research outcome. Given the laborious nature of transcript review, | adopted
member checking by emailing my data interpretation summary to each participant for
validation.

The researcher could conduct a pilot study before the actual research to gain
experience. A pilot study provides a practical opportunity for the researcher to test the
effectiveness of the research instrument, identify possible weaknesses in the research

design, and check the alignment of the proposed study process (Malmgqvist et al., 2019;
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Schachtebeck et al., 2018). I did not conduct a pilot study because the chosen research
instruments: interviews, and document analysis have proven effective in several studies.
Data Organization Technique

A researcher should ensure proper organization and storage of research data. Data
organization entailed developing a file naming system, storage protocol, and secured
access procedure during the mandated retention period to ensure ease of retrievability and
to uphold participants’ confidentiality (Bohan & Kellam, 2021; Borycz, 2021; Petters et
al., 2019). The benefits of proper data organization and its impact on research quality
suggest that the researcher should purposely set up a roadmap to achieve it. Researchers,
therefore, should use properly articulated data organization techniques to ease data access
and keep participants from harm’s way.

| labeled interview transcripts R01, R02, and R03 and stored them in a Word
database on my passworded computer. The NVivo research software, which has a
standard filing protocol, served as a further backup system and a tool for data analysis. |
stored all document information templates on the computer and secured USB drives using
a coded naming convention. To comply with Walden University’s 5-year data retention
policy, I securely stored all electronic documents on my home computer, secured by a
password, and kept physical records in a locked safe. | confirm that | would destroy all
data related to this research after the mandatory retention period.

Data Analysis
A qualitative researcher using the case study research design should adopt

triangulation to achieve a quality outcome during data analysis. There are several
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triangulation types, including data triangulation in which data collection is in different
periods, investigator triangulation involving multiple researchers, theory triangulation
using several theories, and methodological triangulation with more than one data source
(Abdalla et al., 2018; Denzin, 1978; Fusch et al., 2018). The methodological triangulation
approach was appropriate for this study because | am the only researcher proposing to
collect data within the same period using interviews and document analysis.
Methodological triangulation enriches and enhances the trustworthiness of data collected
by reducing bias, strengthening the analysis process, and aiding a deep understanding of a
phenomenon such that a holistic picture emerges (Farquhar et al., 2020; Heesen et al.,
2019; Jentoft & Olsen, 2019; Yarney et al., 2021). | used participant interviewing and
organizational document analysis as the two data sources.

The researcher must take full responsibility for the data analysis process.
Hemming et al. (2021) highlighted the obligatory role of the researcher in ensuring a
robust data analysis through direct involvement and personal reflection in the process. |
used Braun and Clarke’s (2006) six-staged thematic analysis model for data analysis.
Accordingly, I repeatedly read the transcribed interview data to attain data familiarization
and took note of the emerging ideas relating to the research question. Second, using the
NVivo software, | organized data and assigned initial codes to recurring patterns.
According to Swygart-Hobaugh (2019), researchers use data analysis software to ensure
data analysis robustness and to provide evidence toward data saturation achievement.
Third, I reviewed the initial codes and used NVivo to group codes to form different

themes that explained aspects of the research question. | grouped similar themes in the
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fourth and fifth stages, realigned as required, named, and defined associated
characteristics. | presented a report on research findings in Section 3 using the format
prescribed by Walden University.

The researcher must demonstrate alignment between extant literature, the
underlying conceptual framework, and emerging themes from data analysis. | compared
the factors identified as responsible for employee turnover during the literature review
stage, including new studies published since writing the proposal with the data analysis
themes. | checked the alignment of the findings with the transformational leadership
framework components, including idealized influence, inspirational motivation,
intellectual stimulation, and individualized consideration.

Reliability and Validity
Reliability

By enhancing the study’s dependability, researchers could achieve a reliable
outcome. Identifying and adequately mitigating bias such that similar research contexts
could consistently produce similar results and collecting and analyzing data in a manner
accepted by the research community results in reliable research outcomes (Collingridge
& Gantt, 2019; Holmes, 2020). Given that the study’s reliability results from the
dependability and proper data analysis, researchers should carefully consider
implementing strategies to achieve a reliable outcome. I achieved reliability in this
research by using member checking and NVivo for data analysis.

Researchers use transcript review and member checking to achieve dependability

of research outcomes. Transcript review and member checking being participants’ self-
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confirming activities help address personal views that might bias or hinder the study’s
dependability, enabling the researcher to achieve quality in data collection, analysis, and
outcome (Holmes, 2020; Slettebg, 2021; Varpio et al., 2017). Alam (2020) and Swygart-
Hobaugh (2019) noted that using qualitative analysis software ensures a consistent
analysis process, thereby contributing to the dependability of the outcome. The researcher
could adopt any combination of transcript review, member checking, and data analysis
software because they contribute toward achieving research dependability and reliability.
| used member checking by requesting participants to confirm the accuracy of my data
interpretations and utilized the NVivo software to conduct a robust analysis of the data.
Validity

Validity in research entails how the researcher could achieve credibility,
transferability, confirmability, and data saturation. Validity refers to choosing the
appropriate instrument to measure a phenomenon, its rigorous application to ensure
robust data analysis, the accuracy of interpretation, and the trustworthiness of the results
(Andrade, 2018; Collingridge & Gantt, 2019; Jentoft & Olsen, 2019). Without the
researcher demonstrating validity in research, the research stakeholders could jettison the
study resulting in a low adoption rate of its findings. Therefore, | present my approach to
achieving the various indicators of research validity in this study.
Credibility

To demonstrate the credibility of the research, the researcher must explain the
process of addressing research bias. Establishing the credibility of research findings

requires the researcher to provide evidence of the bias management process adopted to
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ensure that the outcome accurately represents each participant's view (Johnson et al.,
2020; McSweeney, 2021). Bias management is at the root of achieving a credible
research outcome implying that the researcher must deliberately design a process to
mitigate bias. To address research bias, | adopted methodological triangulation by using
interviewing and document analysis as data sources and member checking, entailing
participants to review a summary of my interpretations of interview transcripts and
document information templates.
Transferability

As evidence of research quality, the researcher should facilitate research
findings/outcomes transferability. The proper documentation of research activities allows
other researchers to make sense of the research process, peculiarities, and contexts to
decide whether the research findings might apply in their settings (Alsharari & Al-
Shboul, 2019; Forero et al., 2018; Korstjens & Moser, 2018). Providing a basis for
making the transferability decision enhances research findings' usefulness and adoption
rate. To facilitate the transferability of research outcomes, | detailed the entire research
process, including the assumptions and other nuances. Korstjens and Moser (2018) noted
the usefulness of a thorough research process description to achieve transferability. Also,
| enumerated the eligibility criteria for selecting research participants to enable other
researchers to the decide approximate closeness to their research context.
Confirmability

Quialitative researchers should ensure the confirmability of research outcomes.

Confirmability strengthens the users’ confidence in research outcomes because
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independent parties could ascertain that the results emerged from the analysis of data
collected and not the researcher’s preconceived positions (Abdalla et al., 2018; Heesen et
al., 2019; Holmes, 2020). The researcher could use several approaches toward achieving
confirmability, including self-reflection, methodological triangulation, and member
checking (Forero et al., 2018; Korstjens & Moser, 2018). Given the highlighted
importance of confirmability, the researcher must deliberately ensure a bias-free research
outcome. After carefully evaluating options, | chose member checking, in which
participants reviewed the summary of my data interpretation to ensure alignment with
their respective positions.
Data Saturation

Achieving data saturation further strengthens research validity. Data saturation the
at the point in which additional data collection does not generate new or meaningful
themes, an indication that the researcher has fully explored the phenomenon under
investigation, thereby implying the possibility of replication by other researchers (Guest
et al., 2020; Hennink et al., 2019; Mpofu, 2021). Though data saturation indicates
research quality, the absence of a universal standard for determining the data saturation
point suggests that researchers propose individual achievement plans. | adopted a three-
step approach to achieve data saturation: (a) The selection and interviewing of
participants with experience in reducing employee turnover; (b) The use of
methodological triangulation in which organizational documents serve as a second data

source; and (c) The adoption of member checking procedure by requesting participants to
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validate data interpretation. Data saturation occurred after the third interview as no new
meaningful theme emerged.
Transition and Summary

In Section 2, | presented the purpose statement of this study and expounded on
my role as the researcher. | also stated the eligibility criteria for research participants and
discussed the research method, research design, population, and sampling. In addition, I
discussed ethical research, highlighted the data collection instruments, data collection
technique, data organization technique, and data analysis, and concluded with planned
steps to achieve validity and reliability of the study. In Section 3, | presented the research
findings and explained how they apply to professional practice and social change. | also
made some recommendations for action and future research, reflected on the study, and

presented the conclusion.
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Section 3: Application to Professional Practice and Implications for Change

The purpose of this qualitative multiple case study was to explore the strategies
that some SME leaders in Nigeria used to reduce employee turnover. | purposefully
selected three SME leaders from a list of eligible participants provided by human
resources managers of different SME companies in Lagos, Nigeria. Each participant
signed the consent form, emailed it back to me, and retained copies for their record. I
engaged them in semistructured interview sessions using six open-ended questions to
answer the research question. The participants had knowledge and experience in
successfully reducing employee turnover and provided relevant company documents to
corroborate some positions helping to achieve methodological data triangulation. Also, |
replaced participants’ names with alphanumeric codes (R01, R02, and R03) to ensure
participants’ confidentiality.

After the interview sessions, | transcribed the interview recording, prepared my
interpretation of each interview, conducted member checking by emailing a summary of
my understanding and conducting a further interview for participants’ validation,
uploaded the transcript into NVivo, and analyzed the data. | observed that new
information did not emerge from the third interview, implying I had reached data
saturation. The key takeaway from the findings was that leaders should take deliberate
steps to stimulate and enhance employees’ interest as a strategy to keep them engaged,
motivated, and happy to remain with organizations. Section 3 includes my presentation of

the findings and my reflections and conclusions on the study.
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Presentation of the Findings

The overarching research question for this doctoral study was the following: What
strategies do some SME leaders use to reduce employee turnover? Data analysis revealed
that the three SME leaders interviewed successfully utilized four practical approaches to
minimize employee turnover in their respective organizations (see Table 1). The
approaches or themes included (a) effective leadership practices, (b) focus on employees
working conditions, (c) focus on enhancing employee competence, and (d) implementing
attractive employee benefits. Some of the themes and associated codes aligned with
literature review findings highlighted in Section 1.
Table 1

Emerged Themes and Frequencies

Theme Frequency Percentage
Effective leadership practices 87 29.90%
Focus on employees working conditions 85 29.21%
Focus on enhancing employees’ competence 65 22.34%
Implementing attractive employee benefits 54 18.55%
Total 291 100%

Theme 1: Effective Leadership Practices

The utilization of leadership practices emerged as an effective strategy that the
three participants used to reduce employee turnover. The participants stressed the
importance of leadership practices such as proper communication, policies to guide
organizational practices, open and transparent leadership actions, and discipline to ensure
employee commitment (see Table 2) to reduce employee turnover in their respective

organizations.
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Table 2

Effective Leadership Practices Subthemes and Frequencies

Subtheme Frequency Percentage
Communication 25 28.74%
Effective policies 20 22.99%
Open leadership actions 33 37.93%
Discipline 9 10.34%
Total 87 100%

Communication

RO1, R0O2, and RO3 commented on using communication to reduce turnover. For
instance, RO1 stated

The number one step to meet all these challenges is consistent communication and

information gathering through surveys. We always communicate and gather

information from time to time; that one is vital because it is when we have all this
data that we can work to meet the challenges. We analyze the feedback critically
to identify the root cause.

Similarly, for RO2 “being able to explain why you are taking some certain
decisions as an organization” helps retain employee confidence. In agreement, R03
explained that “for every staff working for us, he knows he can go back home with
something at the end of the month.” The participants used practical communication skills
to gain employees’ attention, commitment, and loyalty to the organization.

Effective Policies
Regarding policy documentation, RO1 and R02 were quite vocal. RO1 noted that

“we have a lot of policies in place, anti-bullying, how to make the workplace a friendly
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place to work in, and how to make ourselves like a family ... all these helps improve staff
performance and reduce employee turnover,” and R02 cited some policy examples such
as “welfare packages, health plan ... so, all these things are things that have endeared our
staff to the organization.” In contrast, RO3 was silent, but R0O1 and R02 fully engaged
with policy documentation to ensure adherence to operational standards and fairness
within their case populations.
Open Leadership Actions

RO1 and R03 are proactive in taking leadership actions to enhance employee
commitment, foster good working relationships, and engender creativity within their
respective organizations. RO1 stated “we try to talk to those involved to see how things
can improve. We monitor the status quo, you know, and ensure that rendition of the
strategies is sustainable,” insisting on performance improvement. For R03, “it became
imperative for each of us to begin to look outward instead of confining ourselves inward”
in revenue generation to ensure the sustainability of the wage bill. Leaders must be
involved in charting the course and stimulating employees to better performance, an
approach supported by R0land R03.
Discipline

RO2 highlighted the enforcement of discipline within an organization as a crucial
strategy to prevent a gradual degrading of values due to noncompliance with
organizational policies. In this regard, R0O2 cited an instance noting that

but if you now find serial offenders, of course, you need to let them go. We also

had the example of a lady that works in our operations department, and she was
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found guilty of some things, and after we had warned her repeatedly, we had to let

her go. So, we are also not shy to fire people when they are not complying, and

the attitude is not that of, | want to change so that they also don’t pollute the

organization, we need to be able to let them go.
However, R02 advocated a balanced approach to implementing disciplinary procedures:
“So, it’s not all about sanctions. When we need to apply sanctions, we do apply
sanctions,” but employees must be made aware of violations and the rationale for the
sanctions.
Connection With Conceptual Framework

Leaders are responsible for motivating employees to be committed to the
organization and to perform better on the job. The four transformational leadership
dimensions (inspirational motivation, idealized influence, intellectual stimulation, and
individualized consideration) are adaptable to galvanize employees’ actions toward
achieving organizational success (Bass, 1985; Zainab et al., 2022). The theme of effective
leadership practices ties into the conceptual framework because the different subthemes
include either one or a combination of the framework’s dimensions. For instance,
inspirational motivation and intellectual stimulations are drivers of effective
communication and open, transparent leadership (Okoli et al., 2021; Tian et al., 2020).
Also, through idealized influence, employees respect leaders and take them as role
models. When such leaders comply with organizational rules, the employees will also
comply, maintaining discipline within the workforce. Though I did not establish a link

between this theme and the individualized consideration component of the framework,
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effective leadership practice includes at least three dimensions of the transformational
leadership style and was a primary strategy used by participants in this study to reduce
employee turnover.
Correlation to the Literature

Leadership practices such as communication, effective policies, leadership
actions, and discipline drive employee commitment and loyalty, making them stay longer
with an organization. Leaders with competent communication abilities and good listening
skills reduce employee confusion, increase job satisfaction, and reduce turnover
intentions (Ramos Salazar, 2022; Tedone & Bruk-Lee, 2022). Also, positive leadership
actions such as motivating, nurturing, appreciating, and serving as role models to
employees promote good working relationships and help to reduce turnovers in
organizations (Romi et al., 2022). Furthermore, when leaders enforce discipline,
organizational goals are attained faster, the working environment becomes more
conducive, and employee job satisfaction increases, thereby providing a better chance of
retaining employees (Ong et al., 2021; Reynaldo et al., 2022). Finally, Al Muharrag et al.
(2022) found that workplace bullying is a precursor to employee turnover intention and
suggested the documentation and implementation of anti-bullying policies to reduce
employee exits. The first theme on leadership practices and its associated subthemes
aligned with the contents of recent research on approaches to reduce employee turnover.
Theme 2: Focus on Employees Working Conditions

The three participants underscored the essential role that employees’ working

conditions play in creating a happy and motivated workforce. Putting together the
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insights from the data, the participants emphasized the physical and emotional work
conditions under the four subthemes presented in Table 3. When the working conditions
are employee friendly, staff retention is higher and, conversely, turnover is reduced.
Table 3

Focus on Employees” Working Conditions and Frequencies

Subtheme Frequency Percentage

Empathy 32 37.64%

Healthy relationships 18 21.18%

Work-life balance 17 20.00%

Conducive environment 18 21.18%

Total 85 100%
Empathy

The emotional aspect of employees’ working conditions, referred to in this study
as empathy, emerged as the most prevalent strategy that all participants used to reduce
employee turnover. RO1, R02, and RO3 described their concern for employees’ feelings,
consideration for personal convenience, support for their well-being, and interest in their
living conditions. In demonstrating his position on the subject, R0O1 commented that “as
against the tradition in Nigeria where most people resume by 8:00 o’clock, we try to do
9:00 am so that they can have enough time to rest and wade or pass through the traffic.”
For RO2, going personal with employees and making them feel loved even when they
make mistakes is crucial to building a competent workforce loyal to the organization:
“When people do make errors or do things that they shouldn’t do, they are corrected in
love and properly and that also helps them not to want to do such again.” RO3 considers

the family of employees by ensuring consistent salary payment, noting that “the major
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strategy has been this consistency in the payment of salaries, not putting the staff under
serious pressure at home and in the workplace.”
Healthy Relationships
Promoting healthy relationships whereby employees maintain friendship and
respect among themselves was another turnover reduction strategy deployed by two
participants. The subtheme entailed making employees comfortable with each other,
reducing the possibility of workplace victimization, having close ties, and understanding
the dynamics of optimizing the performance of generation Z employees. R01 stated
“another thing is that we do this kind of a team bonding from time to time where our
employees meet outside work to relax, have fun, and know more about themselves.”
Continuing, R01 posited that employees would stay with the organization once the
working relationship with their bosses is cordial, stating that “one thing I noticed is that
employees don’t just leave an organization and employees don’t just work for an
organization, they work for their bosses and they leave because of their bosses most
times.” R0O2 was specific about the younger members of the workforce, observing that
working with this generation, | think they are called generation Z, people between
eighteen to thirty or thereabout, they are very fast, they are not patient, they also
have a lot of energy. So, if as a leader you can harness that energy, you will be
able to achieve so much.
The result, according to R03, is that employees stay longer with the firm: “We have been

able to keep this one for almost ten years now.”
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Work-Life Balance

Another subtheme that emerged was the need for organizations to promote work—
life balance, whereby the organization considers the totality of employees’ being and
does not treat them only as working tools. According to R02,

the last one | will talk about is the work-life balance. As much as possible they are

here to work but we also appreciate the fact that they have families, they have

things that are also important to them apart from the work, so we try to make the

environment very conducive for them by ensuring that they are not overworked.
In agreement, RO1 stated that “another thing that we do is we try to maintain a work-life
balance.” Employees appreciate organizations in which they have time and opportunities
to explore other aspects of life and they stay longer in such systems. R02 retorted “so,
that way they have seen that it is not just about the job. We care about their personal
lives, we care about their families, we care about the job,” and that is the strategy that
endears employees to organizations.
Conducive Environment

The subtheme of a conducive environment emerged as an employee turnover
reduction strategy used by all participants in my study. The participants described a
conducive environment in terms of locational convenience, ambiance, nontoxicity, and
availability of technology resources to promote flexible work arrangements. For R02, the
office environment must be very conducive in agreement with R03, who stated that the
“provision of the conducive office environment had been another factor. When you are

looking for office accommodation, it must be presentable for you, your staff, your clients,



79

and other stakeholders.” RO1 puts it as making the workplace a friendly environment with
a measure of flexibility. For R02 and R03, appropriate technology tools could facilitate
such flexibility. According to R03,

the basic and strongest tool in that minimum operating standard is technology, so

technology is a key factor. Whatever you are giving your staff to make them work

very well for you and then providing a conducive work environment is the idea of

technology.
RO2 concurred with the impact of technology in achieving a flexible work arrangement
and cited the example of a staff member who had traveled abroad for her postgraduate
degree and “would have had to resign and leave whereas there was still so much value we
could derive from her being in the organization.”
Connection With Conceptual Framework

Focus on employee working conditions derives from the leader having due
consideration for employees” well-being tying into individualized consideration and, to
some extent, inspirational motivation dimensions of the transformational leadership
conceptual framework. Through individualized consideration leadership, organizations
pay attention to followers’ needs and care for them, whereas the inspirational motivator
enhances the engagement and performance of followers (Al-Nawafah et al., 2022; Ayalp,
2022; Kurniawati & Sulaeman, 2022). For instance, empathy is a set of affective
relationship practices linked to transformational leadership whereby the leader seeks to
understand employees’ positionality, and offer unique or general solutions, thereby

building commitment and enhancing employee performance levels (Arghode et al., 2022;
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Jian, 2022). Also, employees would ordinarily reciprocate care extended by showing
respect to impactful leaders and holding them in high esteem (Lazar et al., 2022). The
aftermath of implementing the theme ties into the idealized influence dimension of the
conceptual model used for this study. The theme of focusing on employee working
conditions align with three transformational leadership dimensions (individualized
consideration, inspirational motivation, and idealized influence).

Correlation to the Literature

The working conditions put in place by an organization plays a crucial role in
employees’ decision to stay or quit. Organizations that focus on employee working
conditions like availability of work-life balance programs, low-level job stress, and
empathetic leadership style tend to enhance employee engagement and job satisfaction
levels and ultimately reduce employee turnover rate (Hasan et al., 2022; Li et al., 2022;
Yu et al., 2022). Recent research confirmed the relationship between employee working
conditions and turnover intentions. Therefore, leaders and organizations should institute
workable programs and policies to provide employees with work-life balance and due
consideration for their personal needs and comfort.

A healthy working relationship between employees creates a conducive working
environment contributing to turnover reduction. Quality interpersonal interactions at
work, especially between peer coworkers, have a multi-dimensional impact on
employees, resulting in trust build-up, emotional attachment, better well-being, enhanced
productivity, and the decision to remain with the organization (Hanafin et al., 2022;

Tetteh et al., 2022; Winarno et al., 2022). For Brown et al. (2022), the lack of healthy
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relationships could result in employee cynicism making the workplace unconducive and
escalating turnover intentions from individual to collective levels. Organization leaders
should realize the role of quality employee relationships in reducing employee turnover
and provide platforms for promoting employee interactions.
Theme 3: Focus on Enhancing Employees Competence

The third theme that emerged was the need to enhance employees’ competence.
All three participants agreed to at least two subthemes, with R01, R02, and R03
commenting on four, three, and two subthemes, respectively. | have presented the four
subthemes in Table 4. Competent employees are confident, exhibit good performance,
and are committed to the organization, rendering competence enhancement a good
strategy for reducing employee turnover.
Table 4

Focus on Enhancing Employees” Competence and Frequencies

Subtheme Frequency Percentage
Employee fitness for the job 11 16.92%
Robust job description 6 9.23%
Training 22 33.85%
Employee engagement 26 40.00%
Total 65 100%

Employee Fitness for the Job

All three participants discussed the importance of person-job fit as an approach to
enhance staff productivity and desire to stay with the organization. ROland R02
described their recruitment process as intentionally searching for the best individuals

whose qualifications fit the intended role’s requirements. Upon asking RO2 to provide
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further explanation, she retorted “we ensure that we recruit the best talent, you know, at
the point of bringing staff into the organization so that we don’t have staff turnover.” RO1
concurred, stating “it starts from the beginning as to how employee came in.” In
alignment, RO3 availed the staff handbook, highlighting the procedure for recruiting the
right employees. Again, RO1 and R02 insisted on introducing a robust onboarding
process to help new employees settle in and hone their skills. According to R02,

what we also do is when any new staff comes in, we do a very comprehensive

induction training for them which | as the MD take by myself taking them through

how the organization started, the journey so far, where we are, what our values

are, what our goals are, what the culture is, just basically everything they will

need to know to fit in into the organization.
Robust Job Description

Proper documentation of each role’s required tasks could define an employer’s
expectations and aid the employee’s plan to upskill competence level. RO1 and R02
insisted that organizations could set up employees for career failure and hence
organizational exits by not delineating job requirements. R02 was the most vocal on the
subtheme stating that “the other thing we tried to do was to ensure that we enriched the
job description so that staff are not expected to do mundane things.” The essence of a
complete job description is to stimulate employees to improve performance, enhance
their level of commitment, and increase the likelihood of staying with the organization.
R0O1 emphasized the need for employees “to know what is expected of them according to

their job description” to plan execution strategy properly.
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When asked to explain how a robust job description resulted in employee
retention, RO2 responded that

enriched job description, when you give a man certain role to perform and, in that

role, he needs something to look up to, explore, and learn more about, you will

find out that endears them, because then they are just not doing routine things

every day.
Training

All the participants agreed that organizations must train to build employee
competencies and capacity, enhancing career prospects and the desire to stay with the
organization. The participants commented on the need for training to be inclusive,
expansive, organization-initiated, employee-initiated, and regular. RO1 noted “we send
employees on different kinds of trainings,” and provided evidence of payment for some
external training courses as further support. For R02, training is a critical activity
beneficial to employees and the organization

training for us is very key. You know, there is no amount of money that we spare

in terms of training our people because at the end of the day, they are better for it

as individuals, and then the organization also gets the value for that training.
RO3 associated lack of training to possible staff turnover stating “you need to improve on
their training too while they are working with you. So, if you don’t improve, of course,
some other people will try to take advantage of them.” Also, RO1 and R02 provided

opportunities for interdepartmental knowledge sharing, whereby employees train one
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another monthly. The participants provided training documents and company training
policies as corroborating pieces of evidence.
Employee Engagement

Two participants, RO1 and R02, commented about using engagement practices to
stimulate employees’ interest in their respective organizations. Putting together insights
provided, RO1 and RO2 referred to employee engagement as a full range of organizational
activities, including constant interaction between leaders and employees, involving
employees in decision making, and looking out for employees’ well-being. The outcome
is that employees feel valued and become increasingly comfortable staying with the
organizations. RO1 commented “employee engagement whereby employees have the
opportunity of giving us information about the organization, who they work with, what
pains them on the job, what they want improved, and how much they are enjoying their
job.” R02 supported the need for consistent interactions noting that “you need to keep
engaging them. Like | said, they need engagement; they are very young and fast, so you
need to keep drawing them back and engaging them.” Continuing, R02 highlighted two
essential outcomes of engaging with employees; inquisitiveness and improved creativity,
which enhances commitment and performance leading to employees’ desire to remain
with the organization. RO1 and R02 provided relevant documents to back up the
information provided.
Connection With Conceptual Framework

Rais et al. (2022) traced how transformational leaders develop employees’

competence by providing learning opportunities resulting in capacity enhancement, an
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activity in intellectual stimulation. Furthermore, through inspirational motivation,
transformational leaders drive work engagement increasing employees’ affective
commitment to an organization resulting in improved use of self-passion and enhancing
performance (Bakker et al., 2022; Tongkachok et al., 2022). Also, the participants’
strategy of ensuring employee fitness for the job ties into the individualized consideration
dimension of the transformational leadership framework. Xu et al. (2022) found
transformational leadership positively impacted person-job fit to the extent of the leader’s
ability to manipulate an employee’s competence against the role’s requirement. By
considering the appropriateness of the job descriptions, transformational leaders exhibit
consideration for employees’ sense of belonging, making their roles meaningful and
impactful, thereby enhancing job satisfaction (Lopez-Cabarcos et al., 2022; Schermuly et
al., 2022). The subthemes under this theme aligned with the transformational leadership
dimensions (intellectual stimulation, individualized consideration, and inspirational
motivation).
Correlation to the Literature

Developing competent employees results in better job satisfaction and benefits the
organization because the loss of experienced hands reduces. Employee training triggers a
series of work engagement-related activities including enhanced job commitment and
improved performance, resulting in employees developing affective bonds with the
organization, thus reducing the turnover rate (Lyons & Bandura, 2022; Winarno et al.,
2022). Organizations cannot overemphasize the importance of training in accentuating

positive employee attitudes. Therefore, organizational leaders should provide learning
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and training opportunities to enhance employees’ capacity as a panacea to employee
turnover.

Organizations should hire individuals qualified for the job with properly
delineated activities to enhance employee comfort level with the job and prevent early
exit. By adequately designing work content, organizations prepare the basis to match
potential employees’ qualifications and interests with role requirements, thereby ensuring
a person-job fit and resulting in employee work engagement, loyalty, and increased
willingness to stay with the organization (Dalgi¢, 2022; Wan & Duffy, 2022). The insight
suggests that organizations should conduct periodic role auditing exercises to review and
update work content in the bid to ensure continuous person-job fit, enhance
organizational commitment, and reduce employee turnover.

Theme 4: Implementing Attractive Employee Benefits

The fourth theme that emerged from data analysis was implementing attractive
employee benefits and there were two subthemes namely, renumeration and recognition
and career planning and growth (see Table 5). All participants commented on the
strategic use of the subthemes to reduce employee turnover rate.

Table 5

Implementing Attractive Employee Benefits and Frequencies

Subtheme Frequency Percentage
Career planning and growth 22 40.74%
Renumeration and recognition 32 59.26%

Total 54 100%
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Renumeration and Recognition

RO1, R0O2, and RO3 emphasized the role of financial and non-financial incentives
in keeping employees happy and stimulating their interest in the organization. All
participants alluded to the importance and effectiveness of wages being competitive,
consistent, and benchmarked against inflation for financial incentives. RO3 was the most
insistent and commented “truly the thing that was keeping and sustaining our company in
terms of turnover was the effective remuneration strategy which the company has
actually hinges upon over the years.” To justify the effectiveness of adequate and
consistent wages, R03 cited examples of two employees who have spent over ten years
and are still in the country. In support, R02 commented “the other one which is also
major is remuneration, ensuring that our staff are well-remunerated. We do this by
benchmarking against the big players in our industry to attract the best from that sector.”
For RO1, the financial incentives should not be limited to monthly salaries but could
include periodic payment of cost-of-living-adjustment allowances and bonuses. Also,
RO1 noted that competitive wages “gives employees total commitment to their jobs and
they are so appreciative, they trust the organization, and they will always want to give
their best.”

Again, the three participants highlighted the importance of non-financial
incentives by appreciating employees, letting them know they are highly valued, and
acknowledging their contributions to the organization. RO1 used “high performer”, while

RO2 referred to accomplished, intelligent, and dedicated employees. RO3 praised his
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employees as competent, professional, and sought-after. Such recognition endeared
employees to their respective organizations.
Career Planning and Growth

To remain with the organization, employees must have a sense of growth in their
respective careers. All participants agreed that organizational leaders are responsible for
planning and catering to employees’ careers. According to R01, once “they can see the
career path, most employees will not ordinarily leave.” Continuing, RO1 highlighted
employees’ expectations not to remain static and advised leaders to put in place a robust
career plan such that employees could become more attached and stay longer with the
organization. For R02, career planning entailed developing employees to grow in the
organization. She cited the example of an employee who the organization placed on a
development path “though now he hasn’t done his certifications as an accountant, he has
really grown, and that has kept him, and he was one of our pioneer staff, and he is still
with us till today.” RO3 commented on the need to maintain staff and appropriately plan
for career advancement to ensure their longevity in the organization. As support, R02 and
RO3 provided their staff handbook, which outlined career path planning.
Connection With Conceptual Framework

Transformational leaders maintain close contact by identifying employee needs,
inspiring personal growth by challenging them to greater productivity, deploying
coaching, and propelling them to more excellent performance (Ausat et al., 2022;
Tongkachok et al., 2022). Also, leaders who give due recognition to employees exhibit

personal care and inspire employees to optimum performance. To enhance performance
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and commitment to the organization, leaders could implement appreciation programs
using recognition to satisfy employees’ self-esteem and ego needs (Tingo & Mseti, 2022;
Yang et al., 2022). Liu and Liu (2022) found a linear flow from employee motivation to
improved job performance and better employee loyalty attributing the flow’s success to
the positive transformational leadership action of providing adequate financial incentives.
By attending to the needs of employees, coaching them to succeed on the job, and
challenging them to superior performance to achieve career growth, implementing
attractive employee benefits tied to the four transformational leadership dimensions.
Correlation to the Literature

Implementing attractive employee benefits like competitive remuneration and
career development motivate employees to remain committed and loyal to an
organization. Leaders who focus on ensuring attractive employee benefits reduce
employee unhappiness and turnover intentions (Arghode et al., 2022; Romi et al., 2022).
For instance, Al Balushi et al. (2022) noted that effective career planning is the best way
to motivate employees and keep them committed to the organization, thereby reducing
their likelihood of quitting. Also, compensating employees with attractive remuneration
commensurate with their job roles enhances their performance and loyalty, which
translates to overall organizational performance and desire to stay with the organization
(Fulmer & Li, 2022; Ihinmoyan, 2022; Lyons & Bandura, 2022). Furthermore,
acknowledging employees’ efforts through recognitions and awards makes employees
feel appreciated, thereby enhancing performance and intentions to stay (Tingo & Mseti,

2022). The theme of implementing attractive employee benefits and its associated
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subthemes aligned with the position of recent literature on employee turnover reduction
strategies.
Applications to Professional Practice

The applications to professional practice entail offering SME leaders practical
strategies to reduce employee turnover. My research findings apply to professional
business practices in the SME industry because it explains the deliberate steps that SME
leaders could use to stimulate and enhance employees’ interest as a strategy to keep them
engaged, motivated, and happy to remain with the organization. Engaging and retaining
the best organizational employees is a significant factor in maximizing customer
satisfaction and the organization’s profitability. Obtaining and sustaining business
success depends on the ability of the organization to retain its best employees (Gani et al.,
2022; Krishna & Garg, 2022). SME leaders must identify and understand the best
strategies to reduce employee turnover. The critical insights acquired from the three SME
owners who established a track record of retaining their best hands and reducing
employee turnover are valuable to the existing body of knowledge on employee turnover
reduction strategies.

The information obtained from these experienced participants on how they used
transformational leadership dimensions and other deliberate strategies to reduce turnover
and maximize employee productivity within their respective organizations could apply to
other SME businesses. Organizations adopting a transformational leadership approach
could experience enhanced employee citizenship behaviors and lower turnover rates (Al-

Nawafah et al., 2022; Sihotang, 2022). Also, this study’s findings confirmed that
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organizational leaders could reduce employee turnover using one or a combination of the
four transformational leadership dimensions (individualized consideration, intellectual
stimulation, inspirational motivation, and idealized influence). Organization leaders could
utilize the four main themes derived from data analysis (effective leadership practices,
focus on working conditions, enhancing employees’ competence, and implementing
attractive employee benefits) to promote a conducive environment and reduce turnover.
This study aimed to educate business leaders and stakeholders on the possibility of using
transformational leadership style to enhance employees’ enthusiasm and keep them
engaged and motivated, thereby minimizing employee turnover.

Employee turnover is harmful to organizational continuity. Li et al. (2022) noted
that corporate continuity is dependent on the leader’s ability to retain good employees.
Using the four emergent themes from this study, which are proven strategies utilized by
three SME owners, could help other SME companies reduce the costly effects of
voluntary turnover and increase profitability and business continuity. Also, by using the
transformational leadership dimensions, SME leaders could influence employees to stay
through transparent communication, effective policies, and open leadership.

Implications for Social Change

The findings of this study could assist SME leaders in reducing employee
turnover and contribute to positive social change in several ways. Reducing turnover
implies that more community members are gainfully employed, lowering the poverty rate
and its attendant societal problems. Abdullahi et al. (2022) established the impact of

unemployment on poverty growth and the escalation of social vices in Nigeria and
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solicited an urgent action to stem the tide. With practical strategies to reduce
unemployment through turnover reduction, this study’s findings could help lower societal
poverty levels and lessen social vices.

Also, lower employee turnover would result in higher tax revenues and the
government’s capacity to provide better infrastructures to aid economic development.
The relationship between tax revenue and infrastructural growth is mutually reinforcing,
and the transparent utilization of taxes collected could significantly result in the
development of different sectors of the economy (Ayeni & Afolabi, 2020; Mustapha et
al., 2022). Given that the study’s findings could lower unemployment, thereby increasing
tax collection, it also has a social impact by providing a basis for infrastructural
development in Nigeria.

The loss of employment could adversely affect the standard of living in families
and mitigate the provision of care. Ojo (2022) studied the impact of parental
unemployment on children’s education and found that the loss of income resulted in
parents’ inability to provide for their children’s educational needs leading to increased
school dropout rates. The negative implications of having the younger generation
uneducated are multifarious and might hurt society in the future. By providing rich
insights into employee turnover reduction strategies, the application of the study’s
findings could contribute directly to better family life and remotely to society’s peace.

Recommendations for Action
Evaluating employee turnover reduction strategies benefits multiple stakeholders,

including employees and organizations. The lack of a proper approach for assessing and



93

implementing turnover reduction strategies is why strategic management practices do not
translate to the competitive advantage of SME businesses (Ekon & Isayas, 2022). Given
the role of organizations in maintaining a viable workforce, business leaders should be
aware of this study’s findings. They could consider adopting the strategies utilized by the
participants to reduce employee turnover in their respective organizations. | present the
following critical research outcomes to stimulate further leadership actions:

1. The need for effective leadership practices in which organizational leaders
chart the course by documenting effective policies governing corporate life,
maintaining a disciplined workforce, leading by example, and providing
effective communication channels. Such an engaging leadership style could
influence employees to remain motivated and happy with the organization.

2. Focus on employee working conditions through showing empathy, creating a
friendly workplace, promoting healthy relationships, and maintaining work-
life balance for employees. This recommendation implies that the organization
is mindful of employees’ need for virile relationships inside and outside the
office.

3. Enhancing employees’ competence by ensuring employee person-job fit,
creating a robust job description, training to support employee development,
and constant employee engagement. The recommendation could further
endear employees to an organization that sharpens their skills and develops

them.
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4. Implement attractive employment benefits such as remuneration and rewards,
recognition for long service or exceptional performance, and career planning
and growth for employees. This recommendation for action reminds leaders of
their responsibilities to cater to employees’ financial and non-financial needs.
5. To institutionalize 1-4, develop a management system framework with human
resources-oriented strategic themes based on this study’s findings and the
application of the transformational leadership dimensions. This
recommendation will equip SME leaders with the know-how to deploy
sustainable employee practices with staff retention initiatives as critical
performance metrics.
| will use a three-pronged approach to disseminate the study’s findings to relevant
stakeholders. Expectedly, | will send a high-level summary of results to the three SME
business owners who participated in the doctoral research and continually seek
opportunities to circulate the findings to other SMEs within Lagos State, Nigeria. Also, |
will publish in Walden University’s ProQuest dissertation database to make the research
work available to future scholars. I will partner with my Chair to adapt the study into an
article and publish it in a reputable journal database.
Recommendations for Further Research

The purpose of this qualitative multiple case study was to explore the strategies
that some SME leaders in Nigeria used to reduce employee turnover. In this study, I
interviewed three SME business owners from three SME companies located in Lagos

State, Nigeria, who had successfully reduced employee turnover in their respective
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organizations. To address the possibility of a lack of robust knowledge that could bias the
data, | recommend that further qualitative researchers interview more SME business
owners to gain more relevant insights. Also, to address the geographic and demographic
limitation whereby | selected all participants from Lagos, Nigeria, | recommend that
future researchers could consider adding at least another location to contrast findings. My
last recommendation is that future researchers adopt a quantitative methodology to
examine the relationships between each theme that emerged in this study and employee
turnover.
Reflections

My doctoral journey had been a mix of learning and hope. | learned more about
relationship management, commitment, and the power of focus. | could not have
embarked on this journey without the support and encouragement of my wife and son;
they were my principal supporters and cheerleaders. When | decided to study for a
doctorate, | knew it would be a difficult next few years of hard work and deep
commitment, spending time away from my family and friends. However, | met several
remarkable people who constantly supported and encouraged me throughout the process.
Also, the journey has been a path of self-discovery of the possibilities available to the
determined human mind.

The taught modules went by quickly, and I had the perfect grade. However, the
advent of the doctoral study (or research) stage brought out palpable fear in me based on
a prior bad experience with the research process at another university. | remained

steadfast and focused, taking each day in its stride. Soon it was time to choose a doctoral



96

study topic, and I went in for employee turnover based on experiences from my
workplace; hence, | had preconceptions that could bias my research. However, | realized
that doctoral-level research required rising above privately-held assumptions and
conducted my study outside my workplace with knowledgeable and supportive
participants willing to share experiences.

Interviewing the participants was more of an insightful experience, making me
understand Walden University’s position on selecting participants responsible for solving
business problems. Starting as a novice researcher, I am now more conversant with the
research process and more conscious of the various means of data collection and their
possible impact on the quality of any research outcome. | understand that new knowledge
derives from applying critical reflection to research observations; hence, | need to
maintain a scholarly voice as the researcher.

Conclusion

Employee turnover significantly affects SME businesses’ employee morale,
efficiency, and profitability. The loss of experienced staff with crucial roles for successful
operations negatively impacts productivity, and replacing them comes at a high cost.
Therefore, SME leaders must understand the best possible strategies to motivate
employees and enhance their satisfaction with the job as a precursor to keeping them
longer in the organization. In this study, participants adopted the transformational
leadership style, focusing on improving employee working conditions, enhancing their

competence, and implementing attractive benefits, rewards, and recognition.



97

Consequently, I strongly recommend this study’s results for the consideration of SME

leaders interested in reducing employee turnover in their respective organizations.
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Appendix A: Interview Protocol

Insert Date: Time of Interview: Participant Code:

Research Topic: Strategies for reducing employee turnover in small and medium

enterprises.

Protocol:

Commence with personal introductions and appreciating the interviewee

State the interview duration as a maximum of 60 minutes

Remind the interviewee to sign the consent form and submit it (physical or email)
and state that the interviewee can withdraw further participation at any time
Inform the interviewee that for accurate transcribing, the interview session will be
recorded and seek for permission to record. Also, take journal notes

Reassure interviewee of confidentiality by coding all identifying information
Start recording and ask the six predeveloped interview guestions

If required, follow up with probing questions

Schedule a follow-up meeting with the interviewee to perform member checking
Close the interview session by thanking the interviewee for participating in the

study

Interview Questions:

1.

2.

What strategies have you deployed to reduce employee turnover?
Which of these strategies were most effective in decreasing turnover?
How do you judge the effectiveness of your strategies?

What challenges did you experience in implementing these strategies?
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5. What steps did you take to meet those challenges?

What additional insight(s) can you provide to help me understand how your

organization reduced employee turnover?
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Appendix B: Invitation for Doctoral Study Participation

Email Title: Invitation for Doctoral Study Participation

Dear [Name]:

My name is Olusegun Fadahunsi, and | am a doctoral candidate at Walden University’s
Doctor of Business Administration (DBA) program. To complete the program, | must
conduct a doctoral study. Therefore, | am researching strategies for reducing employee
turnover in small and medium enterprises. | have received approval from the University’s
Institutional Review Board (IRB) to conduct this study with approval number 04-01-22-
0408139. The study’s findings may be helpful to reduce employee turnover in small and
medium enterprises, thereby reducing societal unemployment and poverty levels.

| seek your voluntary participation in this research study. If you decide to participate in
the study, I will require your consent by signing a consent form. After receiving your
approval, | will reach out to you for a semistructured face-to-face interview, physical or
virtual, to ask some questions relating to how you have successfully reduced employee
turnover in your company. | would also require official documents to corroborate your
responses. As required by research ethics, | assure you that your identity and organization
will be kept confidential. Furthermore, you may withdraw from the study at any point by
placing a phone call, sending a mail or text. | thank you for your anticipated consent and
participation.

Best regards,

Olusegun Fadahunsi
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Appendix C: Document Information Template

Document Review Date: Company Code:

Document Title: [List document name as stated on company document]
Significant Information:
e Describe the document
e Summarize the information provided by highlighting significant insights
e Analyze the document using the Braun and Clarke’s (2006) six-staged thematic
analysis model

Note: Use a template per company document.
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